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' ABSTRACT

This thesis examines the ''Problem Solving Skills for
Managers' training package, piloted by the Coast Guard ;"”:
Leadership and Management School in April 1983. Four ques- L

tionnaire instruments developed by the company which pro-

duced the training package were analyzed to determine the ;__ q
effectiveness of the training program. A quasi-experimen-
tal pre-test/post-test/control group research design was used
by the Cocast Guard project manager and this thesis used a ;v—vi
regression procedure to counteract any regression effect.
. The results of the analysis suggest that the training program :
was not effective as given and suggests further study to ;“ﬁu}
determine why it was not effective.
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I. INTRODUCTION

"The dollar spent on training today is a marginal
dollar. Today, more than ever, training professionals

must demonstrate
Spending money o
training., or tra
disaster for tho

A. BACKGROUND

the effectiveness of their programs....
n unnecessary training, inappropriate
ining that doesn't train can spell

se who design such programs.'" [Ref. 1]

These introductory remarks were written by a learning

technology manager

in industry, but they apply equally well

to the government sector in general and to the Coast Guard

in particular. Training plays a vital role in preparing

Coast Guard personnel for the increasingly complex skills

required to meet the challenges of technological growth,

Training is required to insure that the Coast Guard can

take advantage of modern technology by using all of its

resources as effectively and efficiently as possible.

include financial,

These

physical and human resources. It has

been said that pecople are the Coast Guard's most important

asset.1 Leadership has traditionailly been important in the

military services
of these assets.

resources becumes

1
For example,
John DB. Hayes' Sta

January 1979.

to insure :he ''good order and discipline"
The effective management of these human
even more important as increasing amounts

see former Coast Guard Commandant Admiral
te ¢of

the Coast Guard address of 16

0
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of time and money are invested in their training and develop-
ment. This 1is one ¢f the reasons that leadership and manage-
ment training is provided to those in supervisory positions.
The Coast Guard recognizes the need to efficiently use
these training dollars and has prescribed the responsibili-
ties and techniques for training management [Ref. 2]. One
of the techniques is the use of Instructional Systems
I Development (ISD), a method of identifying training needs,
determining the optimal training methods, developing an
appropriate training design, implementing and evaluating
the training. A diagram of the basic ISD process is provided
by Figure 1.1.
This thesis will examine the '"Problem Solving Skills for

i Managers' training package, developed by Interact Performance

Systems, Incorporated, in 1982, and piloted by the Coast

Guard Leadership School during the period 5 April 1983 through

i 2 August 1983. The main objective of the training is for
supervisors to increase their effectiveness in dealing with

interpersonal problems in their work settings by using the

' .
’ e
' . o

N T po

steps in the problem solving process that are described in
the training. In this particular training program, parti-
cipants learn to communicate the situation in a specific
and non-threatening manner; to diagrose the situation as an -1
ability or a motivation problem; to communicate the conse-

quences~-natural (e.g. the job will not get done), to others,

to the supervisor, or imposed--until compliance is gained; -.- 4

12
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Figure 1.1 General ISD Model
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to determine who does what/when and set a follow-up date;

how to find long-term solutions; and how to deal with emer-
gent problems. The process involves extensive use of video-
taped modules showing both ineffective and effective
behaviors, structured role-playing and group discussions.
The training is given in a series of four one-day segments,
one segment per week. After each training segment, partici-
pants ''contract'" to practice their skills during the week

and to report their results when the class next meets.

B. PURPOSE

The purpose of this thesis is to accomplish a portion of
the evaluation phase required by ISD [Ref. 2], and in
particular the internal evaluation of the "Problem Solving
Skills for Managers'" training package piloted by the Coast
Guard Leadership School during the period 5 April 1983
through 2 August 1983. (The other phases of the ISD process
in relation to this training package will not be discussed
in this thesis and are assumed to have been ccmpleted prior
to this stage.) Internal evaluation refers to an analytical
means of measuring the instruction process by determining
student reaction or degree of behavioral change attributed
to the actual training [Ref. 2]. The instruments used to
measure the instruction process consist of a series of ques-
tionnaires designed by the developer of the training process.
The training was conducted by a staff member of the Coast
Guard Leadership and Management School. The data was

14
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collected and a computerized data base established by the
leadership school staff. The purpose of this thesis is
to analyze the data and make a determination of the effec-

tiveness of the training package.

15




II. METHODOLOGY

A. RESEARCH SETTING AND DESIGN

The "Problem Solving Skills for Managers' training
package was presented to supervisors at four Coast Guard
stations in the Twelfth District (San Francisco area) as a
pilot program with the goal of determining if the training
should be pursued on a larger scale within the Coast Guard.
Two stations were trained initially while the remaining two
stations were used as a 'control group.'" These ''control
group'' stations subsequently received the same training.
For clarity and consistency throughout this thesis, the
first group to receive the training will be referred to as
the "Early Treatment Group" and the second group to receive
the training as the '"Late Treatment Group" (see Figure 2.1).

The first portion of the training design used by the
Coast Guard Leadership and Management School Project
Manager/Trainer is referred to as a quasi-experimental,
non-equivalent control group design [Ref. 3]. It involves
an experimental group and a control group ('early" and
"late'" treatment groups, respectively), both given pre- and
post-measures., The early group and late group do not have
pre-experimental sampling equivalence. These groups consti-
tute the '""nmaturally assembled collectives" of four Coast

Guard stations, matched as closely as possible for size

16
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(total numbers of people assigned, supervisors and subordi-

nates combined) and organizational profile (operational
mission, common group commander, rank of those in leadership
positions within the organizational structure). That is,
the participants are not randomly selected or assigned to
these groups as a '"true' experimental design would require.
The assignment of the treatment to one group or another is
assumed to be random and under the researcher's control.
The training was conducted at each station by the same
experienced instructor from the Coast Guard Leadership and
Management School in Petaluma, California. The data
collected with the measurement instruments was transcribed
by the Management School staff to form a raw computerized
data base. This researcher organized the data base into
four files, one for each type of questionnaire, for subse-

quent analysis.

B. INSTRUMENTATION

The same pre-measures and post-measures were given to
each of the control and experimental groups, and consisted
of a set of four'questionnaires that were administered at
the points in the training design as shown in Figure 2.1.

These questionnaires were designed by the company that

developed and produced the training package.

TR

-
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1. Subordinate Organization Survey (SUBQ)

This questionnaire consists of three parts: demo-
graphics; subordinates' perception of organizational
climate, satisfaction and commitment; and subordinates'
perception of their supervisors' behavior in dealing with
problems. It was completed by the subordinates of the
supervisors who received or were scheduled to receive the
training at each of the stations. The demographic informa-
tion section was completad only at the first administration
of this questionnaire.

2. Supervisory Crganization Survey (SUPQ)

This questionnaire also consists of three parts:
demographics; supervisors' perception of organizational
climate, satisfaction, and commitment; and knowledge of
problem solving/organizational support. The supervisors who
received or were scheduled to receive the training completed
all portions of this questionnaire at each administration,
except for the demographics section, which was completed
only for the first administration.

3. Multiple Choice Questionnaire (MCQ)

This questionnaire was completed at each administra-
tion by each of the supervisors who received or were sched-
uled to receive the training. It was designed to measure

understanding of problem solving skills (categorical and

episodic).

T ——— i S e e e e e e
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4. Supervisorv Evaluation of Training (SETQ)

This questionnaire was completed by superviscrs on
the administration following completion of the training.

It was designed to measure the supervisors' reaction to the
training program and their motivation as determined by
intrinsic factors (e.g. recognize the positive natural
consequences of using the problem solving skills) and
extrinsic factors (e.g. organization support).

Copies of all four of these instruments are included
as Appendix A. Each of these questionnaires uses codes to
identify the subordinates and supervisors within the data
base for cross-referencing or comparing results based on
subordinate or supervisor responses on each variable, while
maintaining the anonymity of the participants. The coding
of the questionnaires is explained in the introduction to

the appendix.

C. SAMPLE

The data collected from these four measurement instru-
ments was based on a combined sample (N = 111) of subordi-
nates and a combined sample (N = 38) of supervisors who
received the training at the four stations. (The subordi-
nate sample size refers to the number of questionnaires
filled out at each administration by subordinates; there
were actually a total of 52 subordinates, some of whom

completed questionnaires for more than cone supervisor.) A

20
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portion of the supervisors who received the training and
completed the Supervisory Organization Surveys were also
considered to be subordinates and filled out the 3Subordinate
Organization Surveys as well. These dual-role cases were
not identified in the data base and could not be distin-
guished. This could be a source of contamination of the
results noted in this study and will be discussed further in
chapter four. Table I shows the breakdown of supervisors

and subordinates for each unit.

Table I

Sample Sizes by Unit and Category

Category
Unit Subordinates Supervisors
E300 ' 035 011
E500 021 007
C400 028 011
Ce600 027 009
Total 111 038

Note: E identifies the Early Treatment Group and
C identifies the Late Treatment Group.

Althougn the stations selected by the Coast Guard Project
Manager/Trainer were matched in pairs as closely as possible
for size and organization profile, this thesis will not
analyze the data obtained in terms of "matched'" pairs of
units. If matching was to be used as an attempt to

21
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compensate for the differences between non-equivalent control
groups when random assignment to experimental and control
conditions is not possible, it may not only fail to provide
the desired equivalence, but in certain circumstances may
actually assure the presence of unwanted regression effects

[Ref. 3}]. The data samples will therefore be aggregated and

compared as early treatment vs. late treatment groups.

D. PROCEDURE

-
-

A number of hypotheses regarding change as a result of

the training will be examined to determine the effectiveness

of this training program. Effectiveness can be evaluated in ' ' i
terms of reaction, learning, behavioral and/or results j
1

criteria [Ref. 4]. Each is used to examine different

aspects of the program. Reaction criteria measure how well ) [
the participants liked the program. People are more likely :
to obtain maximum benefit from a program they enjoy.

Reaction, then, provides one means of identifying reasons ' ()

for the success or failure of a training program. Learning

refers to the knowledge and skills absorbed by the partici-

pants. Behavior is the transfer of the knowledge and skill 3
to actual performance on the job. Results criteria can be
cost-related (lower cost, increased efficiency) or behavioral

(reduced absenteeism, attrition, disciplinary involvements) v

measures, which give evidence of the training's impact on

organizational effectiveness. Because of many complicating

22



factors, however, it is very difficult to evaluate in terms

of results [Ref. 41].

1. Approach ¢ g
This thesis will examine the effectiveness of the
training program primarily in terms of learning and o
behavior. : 4
a. Learning
Learning will be analyzed in terms of the -
results of the Multiple-Choice Questionnaire (MCQ). Although * ‘
the Supervisory Organization Survey (third part) alsc seems
to measure participant knowledge, it appears to be somewhat 5 -
redundant to the MCQ and will not be examined in this '
analysis. The data base was recoded so that the desired
answer received a value of one and all other answers a s
value of zero. A score for each participant was then ‘
computed as a percentage correct of the questions answered.
b. Behavior ® ‘
Behavior will be analyzed in terms of the -
results of the Subordinate Organization Survey (SUBQ), Part
I1I1. To determine if any of the fifty variables (questions) PY
could be combined and scaled in order to reduce the number
_ of data comparisons required, the data from the first admin-
istration of SUBQ Part II1 was subjected to factor analysis )
using principal factoring with iteration and varimax
(orthogonal) rotation Nine factors were identified. Using
the Scree Test [Ref. 5: pp. 152-156), a plot of Eigenvalue ®
23
)
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vs. factor number (see Figure 2.2), it was determined vthuat

two factors were the primary contributors. The first two T
factors accounted for most (77.3%) of the variance in that :\;i
data set. Therefore, a second factor analysis was made .
with only two factors extracted. The factor loadings from L;;;
the varimax rotated factor matrix were used to assign each
variable to one of the two factors based on the weight of

l the factor for that variable. 1n reviewing the questions _*L
that loaded on each factor, it appears that the first factor 7
relates to ''problem solving support" (where a high rating
indicates more support) and that the second factor relates N
to "passing the buck" with regard to problem solving (where a
low rating indicates less '"passing the buck"). Table II

i - provides ‘a listing of the variables assigned to the first ——n
factor, the corresponding questionnaire question and the
appropriate factor loading, in descending order of factor

[ ] loading. Table III provides the same information for the ‘
second factor.

The values of the variables included in each

factor were then combined into an average value for each

!; -
subordinate, so that only two variables would have to be
examined to describe behavior. A listing of the means and

[ standard deviations of each variable and the correlation .

matrix for the input variables are included in Appendix B.
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Table II

SUBQ Part III Factor One--Problem Solving Support

Variable

SUBQ10S0

SUBQ117A

SUBQ109J

SUBQ109K

SUBQ114B

SUBQ109N

SUBQ109A

SUBQR117B

SUBQ118C

SUBQ110B

Question

Does your supervisor take action in a
timely way to solve complaints you
bring to his or her aittention?

Does your supervisor try to find ways
to make the job easier in the future?

Is your supervisor supportive in
solving work related problems you want
help with?

Does your supervisor bring resources
to bear to help you solve problems
on the job?

To what extent does your supervisor
explain how correcting a problem
affects the job?

Is your supervisor quick to follow
through on problems you bring to his
or her attention?

Does your supervisor keep up-to-date
with the problems you are experiencing
on the job?

Is your supervisor concerned about
making the job less difficult the
next time you have to do it?

Can you be sure that your supervisor
will really follow up to see that the
problem is solved?

To what extent is your supervisor clear
about the facts of problems?

26

Factor
Loading

.81498

. 78898

.78832

. 78726

LTTT71

.76761

.76639

.76197

. 75299

. 74615
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SUBQ114A

SUBQ109C

SUBQ10SB

SUBQ118D

SUBQ112C

SUBQ109D

SUBQ116B

SUBQ116A

SUBQ112B

SUBQR1L12D

SUBQ118D

SUBQ119C

-
ey
3]
2
»

When discussing a problem, to what
extent does your supervisor clearly
explain what would go wrong with the
job if the problem weren't corrected?

~)
K
o
[4)]
w

Does your supervisor take time to ask
you whether there are ways he or she
can help make your job easier?

Does your supervisor take time dis- 73757
cussing your point of view on your
work?

Are you able to trust that your .73488
supervisor will do what the two of
you have agreed needs to be done?

Accurately summarize your feelings .72400
on the matter?

Does your supervisor come to your .69524
work area to ask you whether you
need any help to make your job easier?

To what extent does your supervisor .68101
show respect for your ideas and
abilities on the job?

To what extent does your supervisor .68007
treat you in a way that shows he or

she values your experience and opinions

on the job?

Demonstrate by restating that he or she .64727
fully understands the point you are
tring to make?

Carefully listen without arguing or .64726
becoming upset?

When dealing with an upset subordinate, .64267
to what extent does your supervisor ask
the person what is bothering him or her?

When dealing with an upset subordinate, .63689
to what extent does your supervisor ask
what has made the person upset or angry?

27
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SUBQ120B

SUBQ110A

SUBQli2A

When you have done z good job, to
what extent does your supervisor
express his or her appreciation
Ior what you have done?

When your supervisor brings up a
problem, to what extent is he or she
clear about exactly what is bothering
him or her?

Listen to your point of view without
interrupting or cutting you off?

Table III

SUBQ Part II1 Factor Two--Passing the Buck

Variable

SUBQ113B

SUBQ113C

SUBQ111B

SUBQ111A

SUBQ115B

SUBQ109G

Question

To what extent does your supervisor
"shoot from the hip" when solving
problems instead of stopping to learn
about the problem first?

To what extent does your supervisor
blame you for problems that aren't
your fault?

To what extent does your supervisor
draw conclusions about you as a person
when discussing problems?

To what extent does your supervisor
put you down wien describing problems?

When answering questions about why
something must be done a certain way,
to what extent does your supervisor
threaten you with what might happen if
you don't do what he or she wants?

Does your supervisor give you excuses

for not solving that show you he or she
won't ''go to bat'" for you?
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.53005

Factor
Loading

.73719

. 73268

. 729842

-~}
ny
[y
w
-

69534

.68467

fm — e e .

- e
’

:
]
V4
» | q
P
b



SUBQ1OSM

SUBQ1134A

SUBQ113D

SUBQ121A

SUBQ121B

SUBQ1194

3UBQ115C

SUBQLO9P

SUBQL1EB

SUBQ120A

SUBQ1198

Does your supervisor promise to see what

can be done about a problem but then

never let you know what he or she did to

solve it?

To what extent does your supervisor
impose a solution to a problem without
first stopping to figure out what is
going on?

"hen discussing a problem with you, to
what extent does your supervisor assume

"you're the cause of the problem when

you're not?

Does your supervisor act in ways
that make it hard to trust him or
her?

Does your superviscr tell you whatever
he or she thinks you want to hear in
order to get you to dc what he or she
wants?

When dealing with an upset subordinate,
to what extent does your supervisor
get angry at him or herself?

When answering questions about why
something must be done a certain way,
to what extent does your supervisor use
his or her "stripes' as your supervisor
1o get you to do what he or she wants?

Does your supervisor get on your case
too much abcut little things that are
not worth the time they'd take to fix?

Is it left unclear as to who will do
whiat to solve the problem?

When you have done well on the job.,
to what extent does your supsarvisor
express Iis or her agpreciation for
vhat you have done?

When dealing wi=h an upset subordinate,

to wnat extent does your supervisor geot
into an argument?

29

.66854

.6644¢

.66365

.65113

.63465

.A2128

.€1915

.59848

.59216

06787

.5601.
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SUBQ115A When answering questions about why .55227
something must be done a certain way,
to what extent does your supervisor
order you to do it the way he or
she wants?

SUBQ118A Does your supervisor leave you guessing .55187
about what should happen next?

SUBQ10O9L Does your supervisor say he or she will .55185
take action on a problem but then never
get back to you to solve it?

SUBQ1091 Does your supervisor refuse to take .53738
on the people in power in order to :
remove complaints in your department? ) q

SUBQ109F Does your supervisor fail to deal with .52699
problems before they become severe?

SUBQ109H Is your supervisor unwilling to argue .45610 ‘
or fight for you to solve problems ’ q
you bring up? :

SUBQ109E Does a problem have to get out of hand . 45293
before your supervisor chooses to deal
with it?

- ey . .
B .
¢ -

¢. Results

One method of examining the impact on organiza-

re.

tional effectiveness is to measure the subjects2 views on
organizational climate, satisfaction and commitment and see
if they change after training. The Subordinate Organization
Survey Part I1 and the Supervisory Organization Survey Part LI
11 ask questions in these categories (see Appendix A) which

are similar to some of the questions in the related sections

2“Sub,jects" as used here refers to both supervisors and
subordinates who were measured on these factors.
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of the Michigan Survey of Organizations [Ref. 6]. Again, in
an effort to determine the possibility of simplifying the
data base, the variables in SUBQ Part II Administration 1
were subject to factor analysis using principal factoring
with iteration and varimax (orthogonal) rotation. The
results indicated that the questions relating to organiza-
tional climate could be considered as a single factor. For
satisfaction, SUBQLO7E (satisfaction with pay) was not
related to the other variables, so it was not included in
the scale for satisfaction (the other items accounted for
78.7 percent of the variance). Tor commitment, the results

indicated that the three questions could be considered one

factor. Although the scree test was inconclusive, Guttman's
i . procedure [Ref. 5: p. 147} for estimating the lower bound L]
' for the number of factcrs suggests using the factors with ‘ z"'"ﬂ
eigenvalues greater than or equal to 1.0, leading to the ]
h selection of one factor for commitment. The scree test

plots are shown in Figure 2.3, Figure 2.4 and Figure 2.5.

s

A 1isting of the eigenvalues, means and standard deviations

* of each variable and the correlation matrix for the input

variables are included in Appendix C. These factors were

cemaa Al

applied for each administration of both SUBQ Part II and

SUPQ Part I1. The values of the variables included in each

factor were then combined into an average value for each
respondent so that on'.y three variables would have to be

examined to describe ""Results."

-
a
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Figure 2.3 Scree Test for Organizational Climate
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Figure 2.4 Scree Test for Satisfaction
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COMMITTMENT
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Figure 2.5 Scree Test for Commitment
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2, Hypotheses to be Tested

Figure 2.6 shows the relationships to be examined.
In each case, the null hypothesis (Ho) is that there is ''no

change." Each hypothesis will be described in detail below.

- - -, - - . -

Figure 2.6 Hypotheses to be Tested ) ’

a. Hypothesis A

This analysis tests for the effect of training :;;;1

-y
on the "early treatment group,'" the first set of stations to g f%

receive the training (see Figure 2.7).

< O O O 06

----------———----———--—-—-J-—--—- T G - G — —-—

ENOINC IR RO NG

Figure 2.7 Hypothesis A

- . e
Since the early and late treatment groups are non-equivalnet,
not randomly assigned, the difterence in ratings on the
various measures could be due to a regression effect. A - -4
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comparison of simple difference scores may therefore be
misleading. What is needed is to compare the results
actually attained with the resuits that would have heen
attained under the appropriate null hypothesis of no treat-
ment effect [Ref. 7: p. 25]. To account for this, a method
of estimating the no-treatment result for the experimental
(early treatment) group will be used. The results of
the late treatment group's second administration of the
questionnaire of interest will be regressed on the results
of the late treatment group's first administration, producing
a constant and an unstandardized regression coefficient,
These values will be applied to the actual results of the
first administration for both the early and late treatment
groups t¢ obtain a predicted value for the second administra-
tion. These predicted values will then be subtracted from
the actual values to obtain the difference or residual
values. These residual values will then be compared between
the late and early treatment groups by means of a t-test.
Hypothesis A can bhe broken down into analyses
between the late and early treatment groups for SUBQ Part II1I
Factor One, SUBQ Part III Factor Two, SUBQ Part II Factor
One, SUBQ Part I1I Factor Two, SUBQ Part II Factor Three,
SUPQ Part II Factor One, SUPQ Part II Factor Two, and SUPQ
Part I1I Factor Three. These comparisons and the statistical

techniques used are summariced in Table IV,

36
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TABLE IV
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b. Hypothesis B
This analysis tests for the effect of training
on the '"lare treatment group,’' the second set of stations to

receive the training (see Figure 2.8).

OO ® O®

O ® r & O
L { VR

Figure 2.8 Hypothesis B

In this situation, the regression effect is assumed to have
taken place between the first and second administration
[Ref. 8]. Hypothesis B can be broken down into analyses of
the same variables as Hypothesis A, but comparing between:
administration 2 and administration 3 for the '"late treat-
ment group.' These comparisons are summarized in Table V.
c¢. Hypothesis C

This analysis tests for the longitudinal effect
of training for the '"early treatment groups,’ between the
first two administrations after training (administration 2

and administration 3), as shown in Figure 2.9.
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TABLFP V
Sub-Hypot heses for H(B)
Wull R ¢h;nge heswearn A3<hod °f
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of Supervisor "Passing
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4 (B3) Multiple=-choicse T-Tssk
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. SCOTre of actuail
------------------------------- ————- ratings?
H (BY) Subo.d nat2 Percept m23ns
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clima? Admian., 2 arnd
I e GRS M AcECRe R CE e cCEEe PR TE T R GEe ®me Admi:. 3 fov_‘
<hs "La%ta"
H (BS) Subo-dina+e +-catment
Satisfaczion g-oups.
H (B6) Subordirate
coenuitren®
H (B7) Superviseory Pezcep+ian
cf Oryanization
climafe.
H (B8) Supecvisor
Satisfaction
H (R9) Suparvisor
Conmitmer<+
------------------------------------- - e L T W s WED et @ Ben w e
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Figure 2.9 Hypothesis C

©,

This analysis also assumes that the regression effect has
taken place between the first and second administrations.
Hypothesis C can be broken down into analyses of the same
variables as Hypothesis b; these comparisons are summarized
in Table VI.
d. Hypothesis D

This analysis tests for the longitudinal effect
of training for the "early treatment grbups,” between the
last two administrations after training (administration 3

and administration 4), as shown in Figure 2.10.

INCEENNC NG NO

- O ORI ONO
Figure 2.10 Hypothesis D
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TABLE VI
Sub-Hypotanesss {or H(C)
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This analysis also assumes that the regression effect has
already taken place. Hypothesis D can be broken down into
analyses of the same variables as Hypothesis C; these
comparisons are summarized in Table VII.

e. Hypothesis E

This analysis tests for the longitudinal effect
of training for the '"late treatment groups,' between the
last two administrations after training (administration 3

and administration 4), as shown in Figure 2.11.

N OLENG O ©

- PP WD R GRS W T D D P e — - W G G W W WD S WD W I S P WS W S S R S D e e G S

O ® @,.m@

Figure 2.11 Hypothesis E

This analysis also assumes that the regression effect
has already taken place. Hypothesis E can be broken down
into analyses of the same variables as Hypothesis D; these

comparisons are summarized in Table VIII.
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IIT. RESULTS

A. REGRESSION RESULTS
The study of the effect of the training on the early

treatment groups was based on a comparison of the residuals
developed from the regression analysis procedure discussed
F in chapter two. The regression analysis provided the values

for the coefficient "b" (slope) and the constant "a’" (inter-
cept) in the regression equation for each sub-hypothesis
? described in chapter two. 1In addition, analysis of variance
provides an "F-ratio" which describes the strength of any

linear relationship between administration one and adminis-

- tration two for the sub-hypotheses of interest (for the early
treatment groups). Table IX provides a summary of these
values. The null hypothesis is that the slope = 0, that

there is no relationship. A statistically significant rela-

tionship justifies using the regression procedure. Except

for '"subordinate perception of supervisor 'passing the buck'"

and '"Multiple-Choice Questionnaire Score," a signifi-

)

cant linear relationship is shown for each sub-hypothesis.
For the non~significant items, a t-test can be used to
determine if any differences exist between the early and

late treatment groups' actual ratings on these items.
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B. HYPOTHESIS A

The first hypothesis examined was the null hypothesis of
no training effect on the early treatment group, as deter-
mined by a t-test between the residuals of the ratings for
the early treatment group and the late treatment group at

administration two. See Figure 3.1.

c O O, OO0

o o oo

Figure 3.1 Hypothesis A

The results of these tests are shown in Table X. The cclumn
labeled '"means' refers to the mean value of the differences
between the actual and predicted scores (difference, or
residual, equals the actual score minus its predicted score).
This difference is negative if the actual score is less than
the predicted score. When this happens for the group that
received the training, it indicates that the training has
caused a reduction in the score used in the test of the
sub-hypothesis. If the difference is positive, it indicates
that the training has caused an increase in the score. For
those items showing a significant linear relationship for

the late treatment group between administration one and
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TABLE X
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administration two, as discussed in the previous section, a

comparison of the difference, or residual, means between the
early and late treatment groups provides a measure of the
significance of any changes noted. Table X shows the

results of these comparisons. For those items not showing a
significant linear relationship for the late treatment group
between administration one and administration two, a compar-
ison of the actual scores (for example, using a t-test) is
appropriate. Table XI provides the t-test results for these
items, as well as t-test results for the other sub-hypotheses
for comparison with the regression results.

As shown in Table X, sub-hypotheses 3, 4, 5 and 6 indi-
cate significance at least at the .065 level. Multiple-Choice
Questionnaire Scores are above the predicted scores for the
early treatment group, indicating that training had a posi-
tive impact on supervisors' knowledge of the problem solving
process. (As would be expected, because the linear rela-
tionship between administration one and administration two
for the late treatment groups' Multiple-Choice Questionnaire
Scores was not significant, the t-test on the actual scores
provided similar results. See Table XI.) Subordinate
perception of organizational climate, satisfaction and
commitment all show a significant decrease for the early
treatment grcup (p 2 .065), indicating that the training had

a negative impact on these ratings.
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"early®Tand Facly Valua Prch.
wiz+a® groups ‘fer —————

adminizicz-atizn 2 La*:

(A1) Subor-dinate per

ception o€ Supsc- 445239

vigos f2rotlaa -1.58 92 . 118
Solving Sugport! 84,7332

H(A2) Subozdinate Per-
cep*ion of Su:*r- 2.6333
visor "pPassing -J3.23 92 822
+h2 Buck" 2.7324
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Satisfac=icn .81 27.71 .426

4.6526

-2.39 35 .022%

4.5439
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C. HYPOTHESIS B

The second hypothesis examined is the null hypothesis of
no treatment effect on the late treatment group, as deter-
mined by a t-test on the ratings between administration two
(immediately before the training) and administration three

(immediately after the training). See Figure 3.2.

Figure 3.2 Hypothesis B

The results of these tests are shown in Table XII. In this

and the remaining tables, '"means' refers to the means of the
actual scores or ratings. Most of the means show the appro-
priate trends, but none except Multiple-~-Choice Questionnaire
Score are significant below the .124 level. Multiple-Choice

Questionnaire Score is the most significant (p > .087).

D. HYPOTHESIS C

The third hypothesis examined is the null hypothesis of
no longitudinal change in the ratings for the early treat-
ment group for the two administrations immediately following

training (administrations two and three). See Figure 3.3.
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Table XI1I
T-Test Results for Sub-Hypotheses of H(3)

Yull Hypothsasis: Yzans: .
Ng ¢hafige betwzen Admzn I~ 3.8, Z-*ail
adninigivanicen 2 2 Vaiu 2zch.
224 adaninis=ra- ===
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visor 'Pretlam -1.35 102 . 124
Soiving Sugpor:! 5.0910

H(B2) sSubordina%e Per-
czp<ion oI Sups:c- 2.7811
vi3or "Dassing 30 1902 « 369
+hz Buck" 2.5942
H(B3) ful<iole-choic: 39.99:26
Guzstionneira -1.76 36 .0RTx%
score 52. 7315
H (Bu) Sutordira4e Pzc- _
ccat;cn o3 4.4533
ga"‘zatlcna‘ .19 132 . 546
ina<2 44,4203
H(BS) Subo-dinat 4.3731
Sa% 'cFact;Oﬂ . -0.56 96.95 .577
4.9554
H(B6) Suborédina+e 3.9551
Comaizment J.ou 92,35 .968
3.9u487
H (B7) Suparv’sor Pec-
cubtion of 4.0827 R
C*qa"‘za‘*c*a1 -0.56 36 .579
Clima+sz 4.2770
(88) Suee:v;scr 4.6526
Satisfac*ion 0.9 35 1.29
4.6525
H(B9) Supervissac 4.5439
Coami“ment i J.27 36 «792
4.05351
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Figure 3.3 Hypothesis C

This analysis determined whether the after-~training scores

either declined or increased over time, and the significance

of any differences. The results of this analysis are shown

in Table XIII. The most significant difference is for

sub-hypothesis s$ix, subordinate commitment, which has

increased from administration two to administration three -

(p 2 .172).

E. HYPOTHESIS D
The fourth hypothesis examined is the null hypothesis of
no longitudinal change in the after-training ratings for the

early treatment group for administrations three and four.

See Figure 3.4.
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Figure 3.4 Hypothesis D
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Tabie XIII
T-Test Results for Sub-Hypotheses of H(C)
¥ull Hypothesis: ¥eans: .
Vo chai~e bg=-weern admirn L= e 2=*2il
adairistczations 2 Value Broo.
22wl 3 fer <ns .-
"zarly" groups 3
H(C1) Subsrédinats pec-~ )
¢zp4ica »f Supzr- 4,032 _
isoy 'Dzcebiza -.54 93 . 562
Solvisg Sugpoc=:! 4.5c93
H{C2) Subordinate Per-
ception of Suvzrc- 2.7042
visor “Passing -.04 92,68 ,970
<he Buck" 2 7117
H(CB) Multlple ckoic 59.4023
Quastionnaire .25 33 . 358
SCors 58. 8235
H{(CU) Subord~nat= Par-
ception of 4.0518
Ofgan.za icnal 1.00 99 « 329
Clima<e 3.9039
H(CS) Subordinate 4.3539
Saticfact ion -3.20 9% .372
L.4950
H{C6) Subo*iinat 3.4379
cemmitmant -1.38 99 «172%
3.7200
H{CT) Superv;sor Per-
cep<tion of 44,1642
Or3aniza+tioral i 0.65 29.21 .520
Clima=e 3.95646
(C8) Suparvisor 4,8738
Satisfac+icn ; 2.7t 20.89 .u85
4.6537
H(C9) Supervisor 3.7222
Commi“mant -.16 31 «875
3.7778
Note: "3.f." ra2fers %> degre=ss >f freszdom. r:Value
rzfars to the sziadenc t-staztiszic,
* jdentifies “h2 mcst significart i-z1s.
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This analysis determined whether the after-training scores

I either declined or increased over time, and the significance
of any differences. 7The results of this analysis are shown -

in Table XIV. The most significant result (p 2 .211) is for S

| sub-hypothesis nine, supervisor commitment, which increased ?in
from administration three to administration four. '
F. HYPOTHESIS E
The fifth hypothesis examined is the null hypothesis of .’
no longitudinal change in the ratings for the late treatment
group between the last two administrations following the
) .
training (administrations three and four). See Figure 3.5. -
. O O ® ©®
R C
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Figure 3.5 Hypcthesis E

LA Tris analysis used the same methodology as used for o
Hypothesis D. The results are shown in Table XV. The most
significant result is for sub-hypothesis six, subordinate

» commitment (p 2 .113), which has increased from administra- - .

+jon three to administration four.
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Table XIV *,
T-Test Results for Sub-Hypotheses of H(D) ‘ -
: !
Null Hypo<hesis: Mzans: } . f
N¢ ¢haZge betwean Admia T- defe 2-=2il ) :
adminisizetinns 3 Value ®-ob. | .
3 &ng for the = ===e- { -
"early" gooups 4
H(D1) Suberdirca<4s pec-
captinn of Supsr- 4,5693 |
visor '2ccblam .08 8u,.26 .937 q
Solvipg Suppoc«! 4.55140 |
H(D2) Subordina%e Por-~ -
cap~isr of Super-  2.7117 . — ,71
visor "Pas=iqa ) 1.09 95 L2717 '
<h2 Buck" 2,u676
H(D3) Mul«iple-~choics 58.8235
Quastionnairz J.51 33 «613
score 55.4701 . ]
H(D4) Suborzdinate Pser-
cepticn of 3.3039 :
Otganzzational 0.53 95 .601 R
Climate 3.38298 -
- E BB EEw - w - - - BT P B BB S @ - P - - L 4-‘
H (DS5) Suborilinate 4.4960 1
Setisfacticn - -.28 95 . 783 e
4.5511 ) : Y
a(os) Subordina%e 3.723% { :
Ccnmi¢mernt -.34 35 <737 ’ -
3.7943 .
H(D7) Supepviso: Pe:z- .
ceprion nt 3.98u46 .
Orgaﬂ*za icral -.J8 25.91 .708 .4
Clzma 4.137¢ -
H(C8) Sunarv1sob 4.6557
Satilsfacticn -.33 N L7u2
4,7389
! H(D9) Supervisor 3.7778
Commi<ment -1,28 31 «2il* K |
4,3148
) Note: "d.f." vefers <o degzees of frezdon. T-Value
refars to the s«udellt n-stisistic..
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Table XV
T-Test Results for Sub-Hypotheses of H(E)

s . At P iy . AN el . W ey . 0

Null Hypothesis: Y2ans: )
Yo ?hange be=we=a Adain T=- d.f. 2-+4:z:i1
adninistratioas 3 Valus prch,
3 and 4 far “he ————-
#late" g-ouos 4
H (1) Subo*i*na*e Der=-
cep~ion of Supar- 5.3J10
vigsr 'YProklzm 1.16 101 . 208
Solvivg Sugport! u.8142
H (E2) Subord‘nate Pere
ception of Supar- 2.5942
visor "passing 0.37 101 . 714
“he Buck™ 2 S1u0
H (E3) Hu;t;pln~cb01c= 52 7u15
Quas<tionnaize 0.38 36 .708
sCOTC A 49, 9325
H{(E4) Subordinafn Per~-
csption of 4.4203
O-3anizaticnal _ 1.11 191 . 279
Clipa~a 4.2259
H(E5) Suhoriinats 4.9654
sacvisfact icy 0.68 101 <496
4.8627
B (E6) Suoord~na e 3.9487
coamitment -+.60 161 « 113
. 4,2222
(E7} Sup=tvisor Per-
cep<ion of 44,2770
Crjaniza<ional -.36 36 «718
Climaca 4.4135
H {E8) Sue='v‘so- 4.6526
tizfactien . -.73 36 - 471
4,9053
H (E9) Suparvisor 4.4551
Conmi tmant . -.71 36 . 484
u,65%7
Nota: "3,.f." refers +> deq:eéﬁ 5f freedcn, T-valus
refars to the student “-sta<istic.
* f3en*ifies th2 most sigaificanst itams.
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IV. DISCUSSION ="

A. INTRODUCTION

As mentioned in chapter two, the first portion of the

{
research design developed for this project is described by 5‘5?
Ty
Campbell's and Stanley's Design 10 [Ref. 3: pp. 46-50], a o
quasi-experimental non-equivalent control group design, .

which they state is one of the most widespread experimental
designs in education research. The more the experimental

and control groups are similar in their recruitment and the

.T-

more this similarity is confirmed by scores on a pre-
measure, the more effective this design is in controlling
. for the main effects of history, maturation, testing and -
instrumentation. One area of concern in this design is that
of intrasession nistory. Since all of the subjects in each
of the experimental groups are measured in two separate .
sessions, and the same for the control groups, the irrele-
vant unique events in any of these sessions become rival
hypotheses for explaining any pre-measure/post-measure
differences for the two early treatment groups, the two late
treatment groups or between the combined "early' groups and
I the combined "late' groups. Another major concern affecting
internal validity is that of interaction effects of selec-
tion and such extraneous factors as history, maturation and

| testing. In general, these interactions are unlikely, but
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must be considered in the analysis. Regression can provide
another source of internal validity problems in this design,
especially if a matching procedure is used that results in

substantially different group means.

B. INSTRUMENTATION

Four sets of questionnaires were administered during
this training program to the supervisors or the subordi-
nates, as appropriate, each attempting to measure some
portion of the training effectiveness criteria (learning,
behavior, reaction and results) discussed in Chapter Two.
Since the main objective of the training program was to
change supervisors' behavior to be more effective in dealing
with problem-solving situations, the measures of the subor-
dinates' perceptions of supervisors' behavior in using
problem-solving skills is of primary interest. The measure-
ment was done with the Subordinate Organization Survey (SUBQ)
Part III. To simplify the analysis, this data was subjected
to factor analysis and two factors were identified. One of
the problems with aggregating data in this manner is the
inability to diagnose specific strengths or weaknesses of
the training program. Data aggregation is more useful,
however, to explain why the overall results have occurred.
The primary purpose of this thesis is to determine the
overall effectiveness of the training program, so using the

aggregated data appears to bc appropriate. The factors
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identified do seem to make sense and to be combining vari-
ables measuring similar properties. The factor analysis was
based on data from the first administration for the late
treatment group, and the same factors were used for all
administrations for each group. The other data sets were
used to assess the criteria of learning, reaction and
results in order to explain the behavior ratings. Part II
of the Subordinate Organization Survey and Supervisory
Organization Survey measure some of the results criteria,
such as organizational climate, satisfaction and commitment.
The variables associated with these items were subject to
factor analysis, with the result that one factor for each
category was found to be appropriate. The disadvantage of
aggregating the data, as noted earlier, is the inability to
pinpoint a specific weakness for diagnostic purposes. The
Multiple-~Choice Questionnaire (MCQ) measured‘supervisors'
knowledge of the problem-solving process and was scored on a
right/wrong basis for each question. This researcher
completed the questionnaire after reading the descriptive
5ateria1 for the training program, including the trainer's
guide, and selected all the answers subsequently identified
as correct by the company which developed the training
package, providing a measure of face validity for the ques-
tionnaire. By measuring the supervisors' learning (change
in knowledge) of the problem-solving process after training,
one source o0f behavior differences can bc analyzed. The
Supervisory Evaluation of Training Questionnaire (SETQ)
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provides a measure of supervisor reaction to the training as
well as a measure of intrinsic motivation and extrinsic
support. Since this questionnaire was given only once
(immediately after training) for each group, the only
comparisons possible are between the early treatment group
at administration two and the late treatment group at admin-
istration three. These comparisons could be affected by the
fact that the late treatment group completed the survey one

month later than the early treatment group.

C. SAMPLE

The data comparisons are based on relatively small
sample sizes, which affect the generalizability of the
results to the population of all Coast Guard supervisors.
In addition, the results may be contaminated due to tbe fact
that subordinates usually rated more than one supervisor
and that each supervisor was usually rated by more than
one subordinate. This could, however, serve to increase
the reliability of the overall ratings because of the
multiple measurements for each supervisor. The area of
greatest concern about contamination is the fact that some
of the supervisors who received the training also completed
surveys as subordinates. This could tend to bias the
results, although the direction of bias is not predictable.
Thc supervisors who are also subordinates and were exposed

to the training could be either more critical after training
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or more perceptive of the changes in their supervisors'
behavior. The validityv of this means of measuring supervi-
sors' behavior is somewhat suspect. It is, however, the

only measure of behavior available in this analysis.

D. REGRESSION PROCEDURE

The regression analysis described in Chapter Three,
Table IX, indicates a linear significant relationship
(p 2 .0060) between administration one and administration

two for the late treatment group with respect to all sub-

hypotheses of interest except sub-hypothesis two (subordi-
nate perception of supervisors '"passing the buck' with regard ! qu

A
to problem solving, p > .1328) and sub-hypothesis three

(multiple-choice questionnaire score, p 2 .8813). For these E

sub-hypotheses, application of the regression procedure would

. Y

: . 1
not be significantly different from measuring directly the

differences in the actual scores between early and late

treatment groups. The regression procedure used assumes - Q%
that the initial means and standard deviations of the early |
and late treatment groups are the same. If this is not the

case, results would be erroneous. A comparison of the . X
actual score means for each sub-hypothesis found that the

means and standard deviations did not differ significantly

(at p 2 .03). Subordinate satisfaction and supervisor - ‘
commitment showed the most significant differences p > .134
and p > .100, respectively) between the means, and

|
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subordinate satisfaction the most significant difference

(p 2 .043) between the standard deviations. This will
be considered in the discussion of the results of the
comparisons of subordinates' satisfaction and of supervi-

sors' commitment ratings.

E. RESULTS

1. Behavior Criteria: Early Treatment Groups

Hypothesis A examined the relationships between the
early and late treatment groups after applying the regres-
sion procedure in the case of each of the sub-hypotheses of
interest. It was found that subordinate perception of
supervisors' behavior was not significantly different after
training for either of the two factors examined. The most
significant factor, '"problem solving support” (p 2z .110),
showed a decrease in the méan score: indicating that immedi-
ately after completion of the training subordinates felt
that the supervisors' behavior was less effectively applied
to problem solving than the behavior of the untrained super-
visors. This result could be partially due to the subordi-
nates having higher expectations of their supervisors after
completing the 4-week training package, since they were
aware that the supervisors were being trained and in fact
some of the subordinates were also considered to be supervi-
sors and received the training. The training could have

made them more aware of the problem solving process and ot
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any differences between the ideal and the actual behaviors.

This hypothesis can be viewed as a ''negative Hawthorne
effect,” affecting the external validity of the results,

as well as resulting in instrumental decay [Ref. 3] (the
instrument no longer is measuring behavior with the original
criteria), one of the conditions which affects internal
validity. Although the results obtained indicate that the
training had no significant impact on subordinate

perception of supervisors' behavior, there are enough rival
hypotheses to investigate as possible explanations of these
results that a firm conclusion that the training is not
effective is not possible without further study. For
example, the validity of using the Subordinate Organization
Survey Questionnaire instrument as the measure of supervisor
behavior 'is suspeot because of the factors mentioned above.
In addition, there could still be differences in long-term
behavior ratings, which were examined in Hypotheses C and
D. In testing each of these hypotheses, however, there was
no significant difference in supervisors' behavior.

Another possible explanation is that the impact of
training differed between the early treatment groups.
Further data analysis was done comparing the regression-
adjusted means at administration two for groups E3 and E5
(see Figure 2.1) that showed a difference for the second
factor ('passing the buck," p > 0.010), with the mean for

group E3 decreasing (as desired for this factor) but
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increasing for group E5. There was no difference for the
first factor. A t-test comparing the means of the actual
ratings for group E3 between administration one and adminis-
tration two showed a significant decrease (p > 0.006) for
this second factor (not adjusted using regression proce-
dure). Based on a comparison of the residuals t-tests and
the actual-ratings t-tests of Hypothesis A (Tables ¥XI and
XI1I), it is bpelieved that this strongly significant result
would remain significant after the regression-procedure
adjustment. There is no significant longitudinal change for
group E3 on this second factor for the last two administra-
tions, indicat;ng that the training may have a lasting
impact on this factor for group E3. In terms of behavior,
this result indicates that the training was effective for
bne group on one factor, byt overall made noc dirference.
This information is useful for diagnostic purposes, but
further discussion is beyond the score of this thesis.
Another possible explanation for the lack of training
impact on the early treatment group compared with the
late treatment group at administration two could be related
to demographic differences., Table XVI shows the mode for
each of the categories of subordinate demographic data
collected on the Subordinate Organization Survey Question-
naire (SUBQ, Part I) and for the supervisors, ccllected

on the Supervisory Organization Survey Questionnaire (SUPQ,
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Part I). A t-test comparing the means of the earlv and lore
treatment groups for each of these categories showed no e

significant differences.

b |
‘ |
‘ TABLEZ XVI ; -
' Demographic Data
————————————————————————————————————— --—-——-:--—--—-—-- ‘
{ Mada f£s72 Jodsz for i
Subsdrdinates Superrisors -
T TTTTREIipe tlizinnzalys | Miaiat
groups GTcuds Groups GToups .
T-t ........ ----'-'-E--zu 20-24 20-24 z20-2u/ |
Age 0 25=29% |
Sex (psrcenc mals) 80.4% 77.53 94.4% 1002 o
Years i;-th;
Coast Guari 3 2/u4% 5-7 5:7-
Years in
Currant Assignasnt <1/2¢ <172+ <1 2
Yea:; Wezked o1 ! -
Curr=srt Suparvisor 1~2 1-2 -2 1-2 %
R LDt RO ‘
*# NOTT: “x/x" indicates a bi-moial distribu+ion

2. Benavior Criteria: Late Treatment Groups

Hypothesis B examined the relationships between the

t
'
—

early and late treatment groups' actual score means for the

sub-hypotheses of interest. As shown in Chapter 3, Table

XII, subordinates' perception of supervisors' behavior did .
not change significantly after training for either of the 3
two factors examined. This result indicates that supervi- 3
sors' behavior was uact affected by the training program. As B é
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discussed in the preceding section, however, there are manv
rival hypotheses to explain why training did not appear to
have an impact on Yehavior. These include rising expecta-
tions from the subordinates and their changing understanding
of what is the ideal standard of behavior compared with
reality ("instrumental decay''). The same possibilities for
contamination exist for these late treatment groups as for
the early treatment groups as discussed in the preceding
section.

The study of the longitudinal effects of training on
supervisor behavior were examined in Hypothesis E, with no
significant difference detected for the combined late treat-
ment groups. TFurther data analysis was done to examine the
rival hypothesis of differential impact of training on the
late treatment groups. It was found that group L6 showed a
significant increase (p > .0585) in the ratings for factor
one, "problem solving support.'" No significant differences
were noted for group L4 on either factor or for L6 on the
second factor. WNo significant longitudinal difference was
noted for group L6 on factor one between administrations
three and four, indicating a possible long term effect for
this factor. As with the early treatment groups, this
result indicates that the training was effective for one
group on one factor, but overall made no difference on
subordinate pcreception of supervisors' behavior. Further
study to determine why there is a differential effect would
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be useful for diagnostic purposes, but is beyond the scope of
this thesis,.

3. Learning Criteria

If the training made no difference on supervisor
behavicr, a logical first step toward explaining why is to
examine learning, the increase in knowledge as measured by
the Multiple-Choice Questionnaire. Sub-hypothesis H(A3)
examined the difference in knowledge after training for the
early treatment group and sub-hypothesis H(B3) examined the
differences for the late treatment groups. As shown in
Ch..pter 3, Table X, there was a significant increase for the
early treatment group (p > 0.010). For the late treatment
groups, Table XII shows an increase sigrnificant at only the
0.087 level. The mean scores, however, appeared to be
fa‘rly low. The mean score for the early treatment group
was only 59% (9 of 15 correct) and fer the late treatment

group was 537% (8 of 15 correct) after training. Group E3

showed a significantly higher mean score (p > .100) than

group ES (67% vs. 47% correct) after training. For the latle
treatment groups, C6 showed a significant increase in knowl- » o]
edge (at the .029 level) to 70% correct, while L4 showed no

significant increase and a mean score of 37% after training.

These results follow the results in the previous sections, »
indicating that the training was effective for groups E3 and

L8, but overall was ineffective. Although when this number

-t A...LA_A_J.(.

..

of hypotheses are tested some are bound to be significant by ’
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chance, it is felt that the consistency of this particular
finding (both behavior and knowledge were found to be
significantly higher for groups E3 and L6) gives it more
credibility than it might otherwise merit and should be
considered -or diagnostic purposes.

4. Results Criteria

Results criteria in terms of subordinates' and
supervisors' views of organizational climate, satisfaction
and commitment {0 the Coast Guard were measured by Part II
of both the Subordinate Organization Survey and the
Supervisory Organization Survey questionnaires. For the
early treatment groups, sub-hypotheses H(A4), H(AS5) and
H(A6) examine the results criteria for subordinates, and
sub-hypotheses H(A7), H(A8) and H(A9) examine these criteria
for the supervisors. As shown in Table X, there 1is no
significant change for the supervisdrs on these criteria,
but for the subordinates there is a significant decrease
immediately after training for all three categories.
Hypothese: C and D examined the longitudinal effects for
these sub-hypotheses. At administration three, as shown in
Table XIII, subordinate commitment shows the most signifi-
cant change (p > .172), moving slightly upward. At adminis-
tration four, as shown in Table XIV, supervisor commitment
shows the most significart change (p > .211), also moving
slightly upward. In summary, for the early treatment

zroups, there appears to be no change for the supervisors
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and a negative change for the subordinates in terms of the
results criteria.

For the late treatment groups, sub-~hypotheses H(B4),
H(B5) and H(B6) examine the results criteria for subordi-
nates and H(B7), H(B8) and H(B9) examine the criteria for
the supervisors. As shown in Table XII, there is no signif-
icant change in any of these cases immediately following
training. Hypothesis E examines the longitudinal effects
for these sub-hypotheses. As shown in Table XV, subordinate
commitment shows a slight increase (p > .113) for adminis-
tration four.

These results indicate a difference in the reception
by the subordinates betwéen the early and late treatment

groups. Perhaps the implementation of practice of the

.problem solving skills was handled differently between the

early and late treatment groups. Further study of this
issue, as well as investigation of possible differential
effects between the "early'" groups and between the 'late"
groups, would be useful for diagnostic purposes. Within the
scope of this research, it appears that training has not

had a positive impact on these results criteria, ard for the
early treatment group, the impact on these criteria has been

negative.

F. CONCLUSIONS AND RECOMMENDATIONS

The overall results of this analysis jiadicate that the

training package was not effective in changing the
70

-y

[ S

[P DA

———————

-




i bidcann o I!l‘l!!!ﬂl.v!,!ll—( P T T Y T P T Ty ey -y

suvervisors' behavior; it had moderate success in teaching

a knowledge of the problem sclving process; it had a negative
impact on subordinate perception of organizational climate,
satisfaction and commitment to the Coast Guard fcr tne early
treatment group and no significant impact on these criteria
for the late treatment group. Figure 4.1 through Figure

4.9 provide a summary of the results of the study of the
sub-hypotheses considered in this analysis. A '"+'" or

"=" jindicates the direction of change. Without further
study investigating the reasons why behavior change did not
occur for all treatment groups, the results of this study
suggest that the U.S. Coast GCuard implementation of this

training package should not proceed.
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Figure 4.1 Problem Solving Support
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Figure 4.4 Subordinate Perception of Organizational Climate
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APPENDIX A

QUESTIONNAIRE CODING

A. INTRODUCTION

This appendix relates the four survey instruments used
to study the effectiveness of the "Problem Solving Skills
for Managers' training package to the variable names and
value labels assigned to the SPSS System File developed to
facilitate the analvsis. Four separate files were
established, one for each survey instrument. They are:
SUBQ (Subordinate Organization Survey); SUPQ (Supervisory

Organization Survey); MCQ (Multiple Choice Questionnaire);

and SETQ (Supervisory Evaluation of Training Questionnaire).

The questionnaires were administered according to the

following schedule:

Station E300 Al X A2 A3 Ad
Station ESOO Al X A2 A3 A4
Station L400 Al A2 X A3 A4
Station L600O Al A2 X A3 A4

Al refers to the first administration, A2 to the second
administration and so on. SUBQ, SUPQ, and MCQ were filled
out at all four administrations. SETQ was filled out only
in the administration immediately following treatment

(designated by "X'").
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B. SUBORDINATE ORGANIZATION SURVEY

This questionnaire was given to subordinates of the
supervisors who were trained or scheduled to be trained as
part of the study to measure how supervisors in the Coast
Guard work with their subordinates. The first five gues-
tions asked for some biographical data of the survey
respondents. SUBQl106A through SUBQ108C asked for the
subordinates' attitudes or opinions abonut what it is like
to work in the Coast Guard. The remaining questions dealt
specifically with how the subordinates' supervisors and

others work with them.
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INTERACT PERFORMANCE SYSTEMS, INC.
SUBCRDINATE ORGANIZATION SURVEY
IMPORTANT PLEASE READ

g T T T Ty

This questionnaire is being given to you as part of a study W measure how
supervisors in the Coast Guard work with their subordinates. Therte are
three parts to this questionnaire. Part I asks you some bagic questions
about yourself. This helps us make sure that different units in the Coest
Guard are included in a fair way. Part Il asks for your attitudes or
opinions about what it's like to work in the Coast Guard. Part III asks
very speclific questions about how your supervisor and otbers work with you.

All of your answers will » strictly confidential. Only the researchers at
Interact Performance Systems will have access t0 your questionnaire.

This questionnaire will be repeated in a few months, and we would like to
learn your views at both times. In order to foilow your reaponses agver the
months and at the same time make sure you remain anonymous, we ask that you
cxde each questionnaire in the followlng way:

1. Print the first letter of your Mother's

f;t‘s_tm.m...............—;
2. Print tne first letter of your Father's
3. Print the two oumbers which represent the
day of the moath of your birthday . . —

Please note example:
It your mother's name is Mary Smith. . ¢« . ¢ comen M

If your father's name is Robert Smith put an R
in the space. Please do not put a B even if his

nickaame 18 BOD . .+ « . . 4+ . v e 0 e e e e - R
12 you were born oo the 16th of the mONth: . e 1 6
Or if you were born o the 5th af the month, —=0 5

(Please include a zeto in the first apace if you were born before the
10th of the month.)

Name Of your current supervisot:

Reprinted Wich Permission
Cotyrignt, Interac: Performance Systems, Inc. 1982

......... Aziarvpa
A1% Rignts Resarvesd
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INSTRUCTICNS

1. Most questions can be answered by choosing one of the apswers given. If

you do not fipd the exact answer that fits your case, choose the one
that i8 closest to it.

2. Answer questions by circling the number of your apswer choice, as shown
in this example.

Q: To what extent are you satisfied with the
car yau drive? 1234@6

. (A response of 'S" would mean that you ate satisfied with the
car you drive somewhere between ''some 2xtent” add "great

exteat” but closer w0 "some extent.")

23

3. Be sure rach answer is clearly marked.

PLEASE ANSWER EVERY QUESTION
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SUB0102

2.

3

~ e e o

4.

Sex?

a. Pemle
b. Male

$UBQ193

Years in the Coast Guard?

Less than 1 °
One

Two

Three

+  Pour

saogaw

SUBQlQa

Yoars in current assignment?

Less than 1
One

Two

Three

Pour

popogr

SUBQL05

S. Time spent working for yvour current supervisor?

4. Less than 3 months
b. 3 to 6 months

c. 7 to 11 months

d. 1 to 2 years

J. 3 to 4 years

PART 1

30

Ll e
IR AR

PP’“N

H?’NK

Page 3

10 to 4
15 %0 4§
30 w4
S5 apd over

7 years

10 years

1 15 years
More than 15 years

A

- 00O
800

(25)

@)

(28)

(29)




PART 11

This pars of the survey containg questiops about what {i's ltke *o work for -
the Coust Quard. Once 3gain, your vespounas will te cosfidenticl. R

To abhat extent:

SUBQLI0B. w. Do the supewviscrs and those ssnior o thos
at this anit have an interegt in the well
being and morale of the mrople oo work beve”

Aol 25 Al
» Some extent
o Greal evient

—
N
(2]

(30)

SUBQlC6bb, Do the supervisors apd those senior m thei
at this wmit vy W improve working

conditions? 2 3 4 5 8 7

[,

5UBQl06c. Do your supervisors and those seniot to them
at this unit schedule tbe work that needs t©
be done with the subordibates in mina?

-
~
w
L2
S ]
o
=
T

SUBQlOud. Do you feel motivated to give your best
etfor: to the Coast Guard? i

(%]
[&]
£
LV
]
-2

SUBQl06e. Do people who do the most oo their jobs get
tewarded the mst? 1

L]
[~
[ 3
(7
a
Y

SUBQ106f. Are there things about working here that s e
encourage you w0 work hard? 1 23 4 5 6 7 :

SUBQ1N6g. Are decisions regarding the way wotk gets
done mide by those who have the best
ioformtica? 1 2 3 4 5 8 7

SCBQLO6h. Is infummation in this wnit widely )
shared so that those who make decisions -
have access t all available know—how? 1 2 3 4 5 6 7

SUBQL05. 1Is the amount of information you get about
what {s going an .n your divieion adequate
for you to do ¢ Letter job? 1 2 3 4 5 6 7

SUBQ106i. Do you get tho information you need about
your own job ip order % do your Job {n the -
best way? 1 2 3 4 5 8 7

SUBQl06k. 1Ia your supervisor willing to listen to your
id2as and suggestions? 1 2 3 4 5 8 7

SUEQl061. Are those abowe your superwisot open %O your
ideas and suggestions? 1 2 3 4 5 6 7 (41)
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SURQ106 M- Are problems discussed 15 a professicnal and v 2
helpful mmoner? 12 3 + 5 96 7 (42
SUBQ106 2. Do supervisors and those senior to them show
coucern and understanding fov people when
talking about problems? 1 234356 7
-1
g3 3
£ 3z %
:oii 0 3
All i all, how mtisfied are you with: gr is T
> 9 -4 -
SUBQIG 7. a. The people in your division? 1 2 3 45 8 7
SUBQL07db. With pecple in the Coast Guard who are
outside your division? 1 2 3 45 6 7
SUBQ107c. With your supervisor? 1 2 3 4 5 8 7
SUBQ107d. With your job? 1 23 45 6 7
SUBQl107e. With your my? 1 23 45 87
SUBQL07¢. With the way problems get solved in your
division? 1 23 4 8 8 7
To wha* eatent:
SUBQi0 8. a Would you consider taking & Jjob similar two
the one you oow have (outside the Coast Guard),
in the same city, with oo loss of benefits,
aod with a 10% mise in pay? 1 23 45 86 7
SUBQIJ8. Are you glad you chose the Coast Guard for
a4 career over tbe otuer czroer opportunities
you mght heve bad? 1 23452867 ’ .1
SUBQI0&c. Are you committ»d % working ‘or the Coest Guard
as long as your personal situation (your
bealts, spouss's or family's oceeds, e%c.)
alloss you t0? 1 2 3 45 8 7 (82) 1
» L
’
!
] 9
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PART III

The last section focused on your opiniors and feelings. This sectioo
focuses on your observations.

The folluwing questions refer to how your supetrvisor deals with problems in
your division.

To what extent:

Mot st al}
Some entent
Grest extent

SUBQ109. a. Does your supervisor wep up-to-date with
theproblemsyocuare experiencing oo the job? 1 2 3

-
(2]
[+ .}
-3

(33)

SUBQl0%. Does your supervisor take time discussing
your point of view on sour work? 1 2 3 4 % 8 7

SUBQL0%. Does your supervisor take time to ask you
whethar therve sre wmys be or she can belp
make your Jjob easier? 1 23 4 8817

SU3Q1IA. Does your supervisor come tO your work area
o rsk you whether you need any help to make
your job eagier? 1.2 3 4 5 86 7

SUBQ10%. Does a problem hawe to get out of hand before
your supesrvisor chooses w0 deal with 1t? 1 23 4 5 8 7

SUBQ109¢. Does your supervisor fail to deal with
problems before they baccome severe? 1 2 3 4 5 8 7

SUBQ109%- Does jour supervisor give you excuses for not
solving problems that show you he or she
won't "go to at" for you? 1 23 4% 6 7

SUBQlO%. Is your supervisor wwilling 0 argue or
fight for you w solwe problems you bring up? 1 2 3 4 5 6 7

SUBQ1091. Does your supervisor refuse tw take oo *he
people in pownr in order O remOve
complaints in your department? 1 23 45 6 7

SUBQl094. 1s your supervisor supportive in solving work
related probles 3 you want help with? 1 2 3 45 87

SUBQl09. Does your supr>visor bring resources W bear
5 belp you solve problems on the job? 1 2 3 4 %5 86 7 (R
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SUBQ109%l. Does your supervisor say be or she will take : § 32
action <o a problem but then pever get tack z A S @
to you tw solve it? 1 2 3 4 5 6 7 (€4)
SUBQlC%. Does your supervisor prcuise to see what can
be dcne about a problem but then aever let
you know what be or she did to solve 4it? 1 2 3 45 86 7

SUBQI0%. I8 your supervisor quick to fcllow through
on problems you Dripg to his or ber attention? 1 2 3 4 5 6 7

SUBQl0%. Does your supervisor take action in a timely
WAy to solve complaints you briong to his or
her attention? 1 2 3 456 7

SUBQ10%. Does your supetrvisor get cn your case vwo much
about little things that are not worth the
time they'd take to fix? 1 2 3 4 85 86 7

10. Talking About Problem an the Job

SUBQl10=a. !hen your superv'lsor brings up a probled,
to what extent is be or soe clear about
exactly suat ‘= bothering him or ber? 1 2 3 4 5 48 7

SUBQL10b. To what e . 1§ your supervisor clear
about th: faccs of problems? 1 2 3 4587

(That is. t what extem. does he or she use
gpecifi- statements such as, “You filed the
Jooes file under the K's" instead of vague
statementc such as, 'You aren't filing these
correctly.')

11. Taliing About Problems

SUBQl11a. To ebat extent does your Supervisor put you
down when describing problems? 1 2 3 4 &£ 6 7

SUBQL11b. To what extent does your Supetvisor draw
conclusiong about you as A perscu wben
discusging problems? 1 2 3 4 % 8 7 (72)

(That is, W what extent does he or she say
things about you like, '"fou're lazy, you'wve i
g0t & tad attituds, you're ipcompeteat,” -
instead of just describing wvhat is wrong with ;
the job?)

i
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12. Listening to You -
- z v
When you t2lk with your supetvisor about work, K < 3
0 what extent dves he or she: K . <
3 3 ¥
SUBQli2a. Listen t your poiot of view without = - i
interrupting or cutting you off? 1 2 3 4 5 6 7 (73)
SUBQl12 b. Demonstrate by restating that he or she
fuily understands the point you are trying - - 4
w mke? . 1 2 3 4 5 6 7 » ﬂ
SUBQil2 ¢. Accurately summarize your feeliogs on the 4
mtter? 1 2 3 45 6 7 y
SUBQll2 d. Carefully listen without arguing or becoming
upset? 1 2 3 4 5 6 7 i
- -4
v
13. 2. To what extest does your supervisor ilmpose a Y
solution t© a problem without first stopping e
to figure cut what is goiog on? 1 2 3 4 5 6 7 A
SUBQ113 b. To what extent does your supervisor ‘shoot o
from the hip" when solving problems ilnstead [P,
of stopping %0 learn about the problem first? 1 2 3 45 8 7 v !
SUBQLL3 ¢. To what extent does your supervisor blame you
for problems that aren't your fault? 1 23 45 8 7
SUB0113 ¢. When discussiog a problem with you, tc what
attent does your Supervisor assume you'rve
the cause of the problem when you've not? 1 2 3 4 5 8 7 (80) - —
] q
14. Explaining the Reaxsons Why Something Must be Doge
a Certain Way
SUBQlliu. When discussing & problem, to what extent
does your supervisor clearly explain what | I |
would go wrong vith the job if the problem
weren't corrected? 1 2 3 4 5 8 7 (28)
SUBQlls4b. To what extent does your supetvisor explain
how correcting a problem affects tbe job? 12 3 4 % 8 7 (28)
» B
] {
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15. Apswering Questions About Wy Savezhing Must be
Dopne a Certain Way

SUBQl158-

SUBQll5w,

SUBQL15¢:

When answering questions about why something
mst bo dode & certain way, to what extent
does your supervisor order you tw do it the
way be or gbe wants?

When answering questions about why something
must be done a certain way, w what extent
does your supervisor threaten you with what
might happen if you don't do what he or she
wantg?

Yhen answering ques:ions about why something
must be done a certain way, to what extent
doeg your supervisor use his or her “stripes'
a8 your supervisor 0 get you to do what he
or she wants?

16. Respecting your Ideas

SUBQliba.

SUBQ116b.

To what extent does your supervisor treat you
in a way that shows bhe or sbe values your
experience and opinions on the Jjob?

To what extent does your supervisor show
respect for your ideas and abilities ocn the
sob?

17. To what extent:

SUBQll7a.

SUBGL17b.

Does your supervisor try w0 fiod ways to
mje the jJob easmier in tbe future?

Is your supervisor coocerned sbout mking

the job less difficuylt the next time you
ave t do 1t?

86

Not at o))

o

Some extent

[

Fage 9

3 Gerat estent

27

(33)
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18. After yau axd your supervisor have discussed a
preblem, %0 what extent:

SUBQ113a.

SUBQL 18D

SUBQ118°¢

susqu1s?-

Does your supervisor leave you guessing about
what ghould happen next?

Is it left unclear as *¢ who will do what ™o
solve the probleo?

Can you be sure that your supervisor will
really followup to see that the problem is
salved?

Ate you able to trugt that your supervisor
will do what the two of you have agreed
needs t be done?

19. Dealing with an Upset Subordinate

SUBQL19%"

SU? 3

&1

SUBQL19c.

SUBQl194d.

fhen deaiipg with an upset subordinate,
“0 what extent does your supervisor get
4ngTy him or herself? )

When dealing with an upset subordipate,
to what extent does your supervisor
get into an argument?

When deuling with an upset subordirate,
to shat extent does your supervisor ask
vhat has made the person upset or angry?

Yhen dealing with an upset subordinate,
to what extent does your suparvisor
ask the person what is bothering him
or her?

87

s Nub st ofl

[

& Some extent

Page 10
H

H

S

5 7
5 7
-] 7
5 7

5

(34}

(41)
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20. Doing Well on the Jot

SUBQLl20a. When you bave done well on the job, to what

extent does your supervisor simply ignore
what you have done?

Some eatent

> Not at #l]
3 Great extent

[N
(2]
-~
w
[+

(42)

SUBQ120b. When you have done 2 good job, to what extent
does your supervisor express his or her
appreciation for what you have done? 1

21, To what extent:

SUBQl2la. Does your supervisor act io ways that make
it hard to trust him ot her? 1 2 3 4 5 6 7
SUBQ1l21b. Does your supervisor tell you whatever he or )
she thinks you want %0 hear in order to get
you to do what he or she wants?

1 2 3 4 5 6 7 (45)
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C. SUPERVISORY ORGANTZATION SURVEY

This questionnaire was given to supervisors who were
trained or scheduled to be trained as part of the Problem
Solving Skills for Managers Training Program. The first
five questions asked for some biographical data of the
survey respondents. SUPQ106A through SUPQl0B8C asked for
the supervisors' attitudes or opinions about what it is
like to work in the Coast Guard (i.e. Organizational
Climate, Satisfaction and Commitment). The remaining
questions dealt with the supervisors knowledge of problem

solving and their perceptions of organizational support.
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INTERACT PERFORMANCE SYSTEMS, INC.
SUPERVISORY ORGANIZATION SURVEY

IMPORTANT PLEASE READ

This questionnaire is being glven to you as patt of a study to measure your
opinions and observations about your work. All your answers will te

strictly confidentisl. Only the researchers at lnteract Performnce Systems
will bave access to your questionnaire. .

This quesionnaive will be repeated in a few months, and we would like to
learn your views at both times. In order to do this, please print your name

in the space below.

Name: I L | [t]

Once agsin, only the researchers at Interact Performance Systems will bave
access 1O yout sutrvey.

Reprinted Witn Permisgsion
Copyrignt. [riarace Performance Systems, inc., 1982
All Qights Reserved

(17=2C)
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Page 2
INSTRUCTIONS

1. Nost questions can be saswered by choosing one of the answers given. If
you do not find the exact answer that fi¢s your case. chooge the one

that is closest to Iz,

2. Answer questions by circling the number of your answer choice, as shown
in this example.

Q: To shat extent ure you satisfied with the
car you drive? 1 2 3 4(5)6 7

(A respouse of "5" would mean that you avre satisfied with the
car you drive somewhere between “some extent" and "great
extent” ut closer w ''some extent.'')

3. Be sure each answer is clearly marked.

PLEASE ANSWER EVERY QUESTION

91
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. under 20

b. 20 to 24
c. Z5 ™
d. 30 to 34
e. 35 to 39

SUP(_)’lOZ

a. Femle
b. Male

SUPQ103

3. Years in the Coast Guard

Less than 1
One

Two

Three

Four

saoce

SUPQ104
4. Years in current assignment?

a. Less than 1l

b. One
c. Two
d. Three
e. Pour
SUPglOS

PART 1

Page 3

7. 40 to 44

g. 45 to 49
h- 50 to 54

1. 55 and over

f. 5t0?

g- 8 to 10

b. 11 to 15

1. Move than 15
f. 5to?7

g- 8t 10

b. 11 to 15

1. More than 13

$. Time spent working for your currvent superviso ‘?

@, Less than 3 months
5. 3 to 6 mouths

¢c. 7 % 11 months

d. 1 to 2 years

e. 3 to 4 years

92

f. S5 to 7 yeary

g. 8 to 10 yeats

h. 11 to 15 years

1. More than 13 years

(26)

@n

(28)

(29)




DART I1

Page 4

This part of the survey contains Questions about what it's like to wotrk for
the Coas*t Guard. Once again, your responsas will be confidenrial.

To what extent:

SUPQL0 & s

SUPQ106p,

SuPQldéc.

StPQl0éa.
SUPQ106e.
SUPQ10e6tL.

SUPQ106g.
SUPQ106n.
SUPQ1061.
SUPQL063.

SUPQlO&.

SUPQl06lL-

Do the supervisors and those senior to them
at this unit have an iptevest in the well
being and morale of the people who work here?

Do the supervisors and thoee senior to them
at this unit try to improve working conditions?

Do the supervisors amd those senior to them at
this unit schedule the work that needs w0 be
done with the subovrdinates in mind?

Do you feel motivated W give your best
efforts w the Coast Guard?

Do people who do the mpst on their jobs get
Tewarded the most?

Are there thipgs about worikding here that
enpcoutrage rou to work hard?

Are decisions regarding the way work gets
done made by those who have the best
information?

1s information in this unit widely
shared so that thoee who tmeke decisions
have access to all available know—how?

Is the amount of information you get about
what is going oo in your division adequate
for you to do a better job?

Do you get the information you need about
your own job in order tw do your job in
the best way?

Is your supervisor willing to listen w your
ideas and suggestions?

Are those above your supervisor open W your
i{deas and suggestions?
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Sowme extent
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4

5

-y Great extent
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- z £
= 3 3
I h i M
3 N =
z g z
SUPQl06 m. Are problems discussed in a professional and = . -
telpful menner? 1 2 3 4 5 6 7 (42)
SUPQLl06 n. Do your supervisors and thoes seniot % them
show concern and undervstanding for people
|4 when talking sbout problems? 1 2 3 4 5 6 7
- 3 T
< el <
b 2% B
I LI
All in all, how satisfied are you with: 5 3 § 3
k4 = o
» SUPQL07- & The people in your division? 1 2 3 45 8 7
SUPQ107 b. With people in the Coust Guard who are out-
Siuc your division? 1 2 3 4 5 8 7
SUPQLU7 ¢. With your supervisor? 1 2 3 45 6 7
i R SUPQ107d. With your job? 12 3 45 6 17
SUPQl07 e. With your pay? 1 2 3 4 5 6 7
SUPQ107 2. With the way problems get solved in your ;
division? 1 2 3 4 5 868 7

To what extent:

i
cam aa K

SUPQl08. a Would you consider taking a job similar to
the one you pow have (outside the Coast Guard),
in the same city, with oo loss of begefits,
and with a 10% raise in pay? 1 2 3 4 5 6 7

SUPQI08b. Are you glad you chose the Coast Guard for
4 career over the other carreer opportunities
you might have had? 1 2 3 4 5 6 7

I SUPC108c. Are you comitted to working for the Coast

) Guard as long as your personal sivuation

d (your health, spcuse's or family's needs,

r etc.) allows you w? 1234567 (52 .
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Page 6

This part of the survey c¢optains questions about diffevent approaches you
might use to solve problems oan the Jjob. Differen% training programs
vecommend different approaches %o soiving problems, but we are interested in
your opiaion &as to which appreaches you find useful in the Coast Guard.

1. When beginning a problem solving discussioa with _ - T
a2 subordinate, to what extent do you feel it is = & =
useful to: - < v
- g s
SUPQ10Ya. Begin the discussion by noting what the sub- £ 2 3
b ovrdinate is doing well hefore bringing up
1 2 3 4 85 6 7 (53)

the problem?

SUPQ109b. Begin by discussing the facts aod details of
the problem so that you won't g@et into an
argument about vhat happened”

SUPQ10%c. Begin the discussion by asking wha* is going
oo a0 that the subordinate will feel free to
discuss his or her concerns? 12 2 4 5 6 7

2 3 4 5 86 7

[

2. To help a subordinrte overcome a problem that 1is :
preventing him ov her from doing his or ber job,
- 4

t what extent dc a1 feel it is useful to start
by: - .1
7

SUPQil0t: PFinding someone with more experience ot kmow-
ledge than the subordinate to help him or her

with the job? 1 2 3 4 8 8 7 ‘
SUPQ11(®. Asking the subordinate what be or sbe thioks 1
is the best way w solve the problem? 1 2 3 4 5 6 7 .
SUPQ11(F- Using your own skill o decide what needs to ) 1
be done and hive the subordinate do 1t? 1 2 3 4 5 6 7 (58) :
.- e
q
95
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3. When subordinates complain about doing & job = Z E
that is hard but necessey w do, to shat ex- ~ 5 =
tent do you feel it is important to: > § -
§URQIlla. Maintain control by focusing on the specific = 7 N
T disciplinary actions you could take? 1 2 3 456 7 (59)
SUPQ1l] b. Remind them they work under you and that 1%'s
your job to make the decisions? 1 2 3 4 56 7
SUPQlil ¢. Stay on top of the situation by telling
them that they must do the job the way you
tell them tw0? 1 2 3 4 5 6 7
SUPQl11 d. Let them knoe you will help them later if )
they belp you bow? 1 2 3 4 686 7 1
SUPQlll e. Promise them gome sort of veward for putting 1
out the extra effort? 1 2 3 4 5 86 7 " *“—i
SUPQl1]l f. Remind them of what could happeo to the job R
it they do not put out the extra effort? 1 2 3 4 5 6 17 - :
4. ¥Wnen one of your sutordinates gets upset or 4 _q
angry, to what extent do you feel it is useful .
to: :
SUPQl12 &. Inform the subordinate of the disciplimary
actions you will take if he or she doesn’t
control his or het temper? 1 2 3 4 5 86 17
SUPQl12b. Ask the subordinate to cool off before  J ﬁﬁ_,!_
discussing the matter with you? 1 2 3 45 6 7 ) A
SUPQ112¢. ABk the subordinate to go for & walk, get a
drink, or take a break s0 that he or ahe
will be less emotional when you discuss the
problem? 1 2 3 4 % 6 7
SUPQl12d. Avoid getting into the subordinate’s emotions Q . ,‘
by focusing on the job? 1 2 3 4 5§ 8 7
SUPQl12e. Adk for details about what is makiog tbe
subordinate upset? 1 2 3 45 67
SUPQl12f. Tell the subordinate you have felt the same
way before and that you sympathize with his
or ber anger? 123456867 (703 | —
2 (
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5. Wnen you have to deal with a tough problem or a
touchy situation with one of your subordinates,
%0 what extent do you:

SUPQl13a.

Feel stress or tension?

SUPQil3b. Feel confident and sure?

SUPQlliie.

8. To
SUPQlléa.
SUPQlléb.

SupQllsc.
SUPQliad.

SUPQl14e:

SUPQll4f.

SUPQl148-
SUPQlléy,

SUPQlise.

SUPQ114d-

3UPQl1uk-

SurQllay,

Feel annoyed or irritated?

what extent do your subovrdinates:

Create problems you have t solve?

Need to te watched if they are tw put out
their best effort?

Need to be told what to do next on the Jjob?

Lack the ability or experience t© do their
Jots without your guidance? '

Try t appear ''ipnocent” instead of taking
responsibility for problems they have caused?
)

Give questionable or unlikely excuses to
avoid blame?

Try t% undermine your respect and authority?

Act in ways that questica your leadership?

Take offense at little thiogs that shouldn't
matter?

Get angry or defensive without gonod reason?

Get frustrated too easily when a difficulsz
Job must be done?

Try to take advantage of you if you try to
be their friend?
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5 7
5 7
5 7
S 7
5 7
5 7
S rd
H) 7
5 ki
§ 7
5 7
5 7
S 7
5 7
5 7
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7. To what extent:

SUPQL1 -

SUPQl1l -

Is ‘ust doing a good job importans to your
subordinate?

Do your subordinates take an interest in
doing their best co the job?

8. To what exteat do you:

SUPQL16 a.

SUPQL16 b.
,SUPQL1L6 c-
SUPQL16 d.

SUPQll6 e.

Set sside extra time each day to ask sub-
ordinztes 'about problems in their work areag?

8it down and plan how you will solve a proh=
lem with a subordinate before going out and
solving it?

Rebearse io your mind what you will say to a
subotdinat> before starting a,problem-solving
discussion”

Pause ' list in your head what the results
of a problem might be before discussing the
problem with a subordinate?

Stop t think of all the reasons a job needs

%o be done 2 certain way before discussing
the job with a subordinate?
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9. To what extent 0 other supervisors ymu work
with:

SUPQli7e-
suPQL17b
stpPQll7e:

supQl179-

SUPQl1l7e.

SUPQl17t.
SUPQ117g-

SUPQLl1l M.

Discuss problems with you before the problem
gets out of hand?

Ask for your point of view as t0 what is
causing a problem?

Work with you instead of blaming you when
problems come up.

Discuss problems without becoming upset or
taising their voices?

Show respect for your experience and
expertise?

Follow through on their cormitmen:ts t you?

'Go w0 bat" for you by taking ou others
when it 15 required?

Take action oo probleme that you bribng to
their attention?

10. To what extent does your supervisor:

SUPQlla.
SUPQL18-
SUPQL1E&.
SUPQL1 8.
SUPQll®-

SUPQ1LIE-
supQl1#:

SUPQl1d.

Discuss problems with you before the problem
gets out of hand?

Ask for your point of view as to what is
causing a problem?

Work with you instead of blaming you when
problems come up?

Discuss problems without becoming upset or
raising their voices?

Sbow respect for your experience and
expertise?

Follow through on their comitments t you?

'Go w at” for you by taking on the others
when it is required”?

Take action oo problems that you bring to
their astention?

29

v+ Mt at all

e

9

Some  extent

o

Page 10

extent

3 Great

(37)

(52)

¢
[ ] (
’
°
o




T T T SR e e T v S mmm—m— v v -

D. MULTIPLE CHOICE QUESTIONNAIRE

This questionnaire was given to supervisors who were
trained or scheduled to be trained as part of the Problem
Solving Skills for Managers Training Program. MCQ101
through MCQ11l5 measured the supervisors' knowledge about
problem solving. The remaining questions dealt with the

supervisors' recognition of opportunities to use problem

solving skills.
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INTERACT PERFCRMANCE SYSTEMS
MULTIPLE CHOICE QUESTIONNAIRE

Name: [ l I | l 116-281

The following questions provide situations you might face

at work, and give five different ways you might respond to [
them. Pick the one best response by circling the number
in front of it.

MCQ101 : ]

A. You notice a persor who bas bteen working for you only a short period of
time ysing the wrong form for an important report You approach him or
her and state:

e

1. 'To you need any belp oo thig?”

L 3]
—a

2. 'You're using the wrong form for this report. 1S there anything we
ean do to avoid this happenipg in the futuve?"

3. "I notice you are using the OG 3312A form and this report aalls for

thelG 3307 form." (25) .
4. "¥hen you use the UG 3312A form we don't get the information a
required by by District.” : : . .
S. 'ls there anything I can do % belp you learn which forms .0 use 2ot
the different repotvis you prepare?’
MCQi02 — o
N T *2lking with a subordinate, you become aware 5¢ a tather complicated . -9
problem. You have a fairly good idea why the problem exists, but are t 3
not wotally certain. ’
1. 'You seem to be heving a problem with . . . Is {% because of . . .?" ;
2. '"Mere ts what I think is causing the problem . . . What do you
think?" .
4 [ ]
3. 'Thanks for pointing the problem out. I'l]l check into it and ge* T
back with you later this afternoon.' (26)
4. 'Thanks for pointing the problem out. Do you want me to get you
same belp to solve 117"
5. '"What do you think might be causing this problem?"
» a
Reprinted With Permission
Copyrignt, Interace Per‘ormance Systems, .rc., 1382
Al' RQignts Togerves
| S |
101



Page 2

MCQLO3
e‘e—%ue—or your subordinates finishes a complicated inspection ahead of
gcheduie making it possibie for vou 7o get under way ahead of <ime.

You approach the subordinate and state:

1.

MCcQloOs

"Finishing that inspection ahead of schedule really helped out.
¥bat can [ do w help you beat sthedules in the future?”

'Pinishing that inspection this morning made i1t s0 I could get under
way ahead of time. Thanks."

"I really appreciate your finishing that inspection ahead of
schedule this morning. Thanks.”

'Because of your good attitude, we were able to get under way ahead
aof schedule. That was really important % the crew. Thanks."

'You're a real dependable person. Being able to depend on you takes
alot of pressure off me. Keep it up."

D. You observe a subordinate using a shortcut to complete an important
electrical test. After you explain that failure to follow the tes:
procedures could produce inaccutate results, the employee says:

"This shortcut won't make the test all that ingccurate,
and besides, we've got such a tacklog of these tests.
This shortcut veally helps me out."

Knowing that the regular procedures are, in fact, appropriate and that
you have t© motivate the persco to use them — you respond: .

1.

2.

'You seem upset, is it because you feel the tests take too much
time?"

"Maybe these procedures are a bit too rigid. I'll check into it and
let you know." ,

"If the tests are any less accurate it could damage the equipme :t."

"ls there apything I can do to help you follow the correct
procedures?’’

"I know the procedures seem picky, but I'd really appreciate it if
you would follow them exactly.”

@n

(28)
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MCQIOS . . _ Page 3
E. You observe that the lockout on watch is absent-mindedly staring at tie

deck tather than alertly scanning the horizon. After explaining that
the way he or she i8 looking for ships is not active or aler® enoygh,
the lockout SRYyS:

"“Trying to keep a lookout here is just tusy work. There
are hardly ever any ships out heve. Besides, the radav
will show what's ocut there anyway."

Knowing that keepiog an active watch is important, you vespond:

1. "I appreciate that it's tough, but it's your Job and 1 have
confidence you can do it."

2. "l can see yore really bored. Is there anything I can do to help
you stay aletrt?

3. 'T understand your concern, but trust me, keeping an alert watch is
critical.”

4. 'T know what you mean. Maybe we can manage with just the vadar for
a vhile."

S. "If you don't keep an alert wrich we could miss craft that radar
doesn't pick up."

MCQl106

F.

A uubordinlte has just come to you with a work~related problem. The
subordinate ig VERY ANGRY about the equipment he or she has to work with
and states:

*This #*%! equipment is driviog me muts!
It's way too slow!" .

You respond

1. 'What seems to be the exact problem?"

2. '"What's making you mad is tha%t the equipment 1s‘slculng yoa down?"”
3. 'Could you belp me understand how this could affect our schedule?

4. "Is there anything I can do % help you solve the problem?"

5. ‘Do you think we can gather information in order to figure qut why
it 1s slowing s much?"

(29)

(30)
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Page 4

MCQ1io7

G. You notice an experienced subordinate involved in an unsafe work
practice. You approach him or her and state:

1. 'This is the thirvd %ime this week I've noticed you s%anding inside
the recomumended safe diatance of this equipmsnt."

2. 'You shouldn't be doing that. You could get hure.”
3. "If twat mchine acts up it could break your wrist."
4. "I'd really hate w ses you get hurt. Try % be safer fran now on."

5. 'You'te working in an wnsafe manner Is there anything we can do so
it won't happen in the future?"

MCQ108

H. You've just spoken to 8 subordinate about using an incorrect procedure.
The subotinate becomes furious and states:

. "I'm oot the only one who does the job this eay!
Why pick on me?"

You tesoid:

1. "Is there a way I can help you so you won't have to use this
incorrect procedure in the future?

2. 'Using this procedure could result in a loes of water tight
integrity."

3. "I know other people do the job this way €00, but vight now we've
talking about you."

4. 'You seem upeet. Do you think 1'm picking on you?"

S. "I can see you're pretty upse: about this. Why don't you take a
break for a few minutes and then we can talk about 1t."

(31)

(32)
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¥CcQl99
One of the best subordinates in your engineering depariment has been
wotking for several hours on a very complicated pars in the it
conditioniog system and has made little headway. You approach tha
subordinate and he or she mvs:

1.

You

Page S

'"Let's see if I can explain what's going on here. The
innevr~flange on this part needs to be rounded to within
one one-~thousandth in orvder to set the bearvring and seal
combination. I've got pa™ of it ground ou%, but the
ledge where the seal goes isn't right and I need to figure
Out A wWay to make a diagonal cut so that ! can get it to

tolerancs.”

respond:

"Sounds to me like you've got a good start at solving the problen.
If you keep at 1t, I have confidence that you'll be able to solve
ot

"I'll get another engineer to help you. Meanwhiles, you keep working

at {t 80 that we can complete this vepair cn schedule and meet our
commi twent by five wnizht."

‘Thia problem sounds pretty complicated, what do you think 1is
causing 1t?"

“Tt sounds to me ‘Like you could use some help from the company that
designed this."”

'Let's see LI I understand. You've got par: of the job done, but
you are being slowed down because of troubles in grinding out the

ledge."

Angwer the following questions by circling the number in froat of
the response that you think best deals with the situatioca.

MCQl10
J. Io observing a problem with a subordinate, it is best w fivst:
1. Ask the subordinoate what be or she is doing and why.
2. Agk what you can do to help.
3. Make the subordinate feel at ease by first striking up a friendly
cnoversation.
4. Describe the nature of the problem in detail.
S. Explain the consequences of what the subovdinate is doing.

1G5

(34)
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MCQlli Page 6
K. When working with & subordinate in order to find out why a particular
problem ha or she faces exists, 1t is best 0!

1. Briog two or more subordinates together to involve them all in
participative decision making.

2. Qutline what you think the source of the problem is and ask the
subordinate what he or she thinks. :

3. Ask the subordinate if he or she would like ysu <o brisg in an
expsrt t0 help sclwe the problem.

4. Ask the subordinate what he or she thinks the source of the problem
is.

3. Ask shat you <an do t0© help.

MCQll2
L. When a subordinate questions the rea=son why something bhas to be done a
cartain way (aod you knor the resason), it is best to:

1. Explain the impact that doing it the required way has on the way the
Job comes out.

2. Expresa your appreciation for the subordinates coocern, but maintain
. your authority by assuripg him oc her that those who designed the
wethod knew what they were doing.

3. Work with the subordinate in order to determine shat can be done in
ovder o simplify making it the required way.

4. Ask the subordinate whether you cap help him or her do the job in
the corvect wy.

5. Express your appreciation for the subordinate's concern and tell him
or ber that you will check into the matter in detail.
MCQlil
. n & subordinate does an cutstanding job, 1t is best o first:
1. Iodicate that you are pleased with what be or she had done and that
you hope he or sbe will be able to achleve similar results in the
future.

2. Describe in detail what the subordinate did, express your
appreciation and describe what happerd as a result of it.

3. Put the subordinate at ease by starting with some friendly
conversation.

4. Express your sincere appreciation for what the subordinate did, and
explain what happened as a result.

S. Express your appreciation, describing what happened as a vesult, and
tell them you've glad they have such a good attitude.
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MeQlle

N. In dealing with an angry subordinate, 1t i& best to:

1. Go right to problem-solving in crder t avoid having the subordinate
got fore and tote angry.

2. A8k the subordinate 0 explain ahat 1% (s that i{s moking him or her
angry.

3. Nention something the subordinate has done well to ghow that you
value him or her. .

4. Wait for the subordinate t calm down and then come tack and solve
*he problem later

$. MNaintain your oontrol by using a fitm tone of wice and explaining
the problems that happen when a person loses his or her tempe™ on

the job.
MCQL1s '
i - Q. When there are several possible ways to solve a problem that a
subordinate faces, aod you think that some of them would probably wortk

batter than others, it is best to first:

1. Ask the gubordinate for the sclution that he-or she thinks would
work best.

2. TWrite down the solutions that you think would work best, and discuss
them with somecoe who has had experience with similar problems.

i

3. Express your appreciation for the ideas and ask the subordinate to
check them out with someone with more experience.

4. Act on the solution that yo' think is best and have the subordinate
gather information about the problem to make sure that the solution
works. ’

’ 5. Call over another su ordinate in order w0 grin more participation in
solving the problem.
»
[ ]
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Page 8

At ope time ot znother, supervisors ask their subordinates
tor *keir ideas. In the following questions we give four
different reasons why 1 supervisor might ask subordinaites
for their ideas. ?Please read each of the four reasons and
then place & 1" by the reascn that best represents why
you ask subordinates for theit ideas. Ifen place a '2" Yy
the second best reason, azd "3" oy the third best, and a
“4" &y the Jourth best reason.

It 13 best to ask subordinates for their ideas becuuse:

MCQ116 A

MCQL168 —
MCQL16C ——

MCQL16D ——e

A.

r

s

C.

You aa belp subordinates learn importaat skills that they need
by Laviag them work through problems tuemselves.

Subordinates can help a supervisor out of a tough situation.

Subordinates are ‘cote likely to try the sclutioa if they have
bad a teal part in the dectision.

Since subordinates ate closest to the probler, they might
provide information you were unaware of.

It 18 best %W ask mﬁommte for their ideas because:

117 Amem-

i17g~—~—
:117¢

1.7D

It is

11d4A

1183 ~e—

113C—

1180~——

A,

B.

Supervisors can't be expected O know everyth‘ng aboui each job,
sO they need t rely on subordinates' ideas.

Since subordinates are closest to the problem, they probably
bave the best information.

Soing to all the trouble to involve subordinates can be worth it
becauss subordinates may work horder in the loog w™un.

Subordipnrtes should be involved simply because they need to
learn and grow.

begt %0 ask subordinates for their ideas because:

A.

You can get subordinates to thiok of your solution as thetir
"own'' idea.

Even though the ideas may be impractical or naive, it is
important for subordinates %o feel involved.

You're move likely to identify tke real problem 1if you use the
subordipates' expertise.

Supervisors are so involved ‘n managing that they must rely on
the subordinates % work through the problems.

108
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E. SUPERVISOR EVALUATION OF TRAINING

This gquestionnaire was given to supervisors who had
been trained as part of the Provlam Solving Skills for
Managers Training Program. It was designed to measure
the supervisors' reaction to the training program and

their motivation as determined by intrinsic and extrinsic

factors.
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INTERACT PERFORMANCE SYSTEMS
SUPERVISCRY EVALUATION OF TRAINING CUESTIONNAIRE

The turgecse 9f Shis gueszionnaire 1s to measure voury
opinion of the Interac:t tralnlng 2IUo57am you have ncw
completed. Your answers will be kept confidential, so
please feel free to say wnat you feel.

Name: ‘ [ [ [ I

Once aga.n, cnly =ne researcners ar Interact Perizrmance
Systems wil! have access to your survey.

Reprinted ¥ith Permission
Csoyraght, Inzeracet Derformance Systems, Ing,, 1982
a3l ignes eservec

110

(€=9)

_———

-
-4 ——




INSTRUCTIONS

Moss questicns can be answarad by choosing one oI the answers
given. If yzu 4o nct fand the exact aaswer cnaz £1%s your
casa, choose the one that is closest to it.

Answer guestions by cireling the numper of your answer choice,
as shown .n this example.

-~
e . =
- [ v
- Q el
L] - »®
x v

- v
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- ] v
o =] -
z @\ o

Q: To wha: extent are you satisfied

with the car you drive? 1 2 3 4 ® s 7

(A response of "5" would mean that you are satisfied
wizh the car you drive somewhere between “some extent”
and "great extent” but closer to "gome extent.").

Be surs each answer .5 clearly mazked.

PLEASEZ ANSWER EZVERY QUESTION
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1. How

e
<
PRt

use

SETQL01a.

SETQl01s.
SETQ1O01C.

SETQ101D.

SETQL01E-

SETQ101F-

. SETQ101G.

SETQ101H.

II. 1In

SETQ102R-
SETQ102p,

SETQl102c.

SETQl0.

what externt are the skills taught
the program effective when you

well do the skills work?

them tgo:

Begin discussing a problem with
a supordinate wno s pecior:ning

poorly on the job?

Figure ouz why a subordinate .s
not performing well on the job?

Encourage & poorly performing sub-
ordinate to want to work harder?

Involve a subordinate in finding
4 solution to a tough problem
on the job?

Get an angry subordinate to caim
down?

Help a suborniate see that you
understand h:s or her description
0% a complex problem?

figure cut long-term solutions
that will keeg oreoblems from
coming up in the Zuture?

Make sure your subordinate under-
stands ‘exactly what you expect
him or her to do to solve a
problem?

summary, to what extent:

Do you think the skills taught
actualiy work?

Do you disagree with a lot of
what was taught in the program?

Are the skills taught in the
program too soft so that 1f you
use them your supord:nates will
take acvantage of you?

Are the skills taught in the
program to¢ uncderhanded so

that if you use them you feel
you are taxing advantage of your
supord.inates?
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I1!. How worthwhile was the training?

To whaz extent do you think the

training:
SETQI03 A. Was worth the time and eifort
spent on -t?
SETQIO3 B. Wwas an unpleasan:z and uncom-
forcable experience?
SETQ103C. Was something you en)oved?

SETQL03 D.

SETQIO3E.

SETQ103F.

SETQ1036G.

IV. What kind of impact d:d the training

Was largely a waste of time
because you had similar
training in the past?

Has a waste of time because
it was not related enough
to the real supervisory
problems you face?

Made you more comfortable with
the way you have to trea: your
subordinates in order to get
things done?

Wasted valuable time that you
would rather have spent
elsewhere?

have?

To what extent do you think the
training:

SETQ104A-

SETQl04g,

SETQl04c.

SETQLO4D.
SETQLO4E.
SETQ104F .

Improved your skills in dealing
with tough situations with your

subordinates?

Was something you were able to
use on a daily basis?

Was something you <idn'< really
need hecause you were satisfied
with your skills when the training

started?
Helped you d¢ a better job?
Benef.ted your supordinates?

Increased the amount of work your

supordinaces do?
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V. How did the other pecpie wno were trained
in the same workshop group as vou feoel
about the pregranm?

10 wnat extent:

ETQ105A.

£7Q1058.
ETQ105¢.

ETQ1050.
ETQ1O05g .,

iETQ105F -
ETQL053.

JETQ1054.

iETQL051.
JETQL053 -

Were others 1n vour training
group (s} cooperative?

Were they ".nvolived " :n the trz2in:ing?

Di1d they support your efforts to
learn and practice the skills in
class?

Did others take the training
seriously?

Were others willing to try out the
new behaviors?

Did others seem to take the training
ag just a game?

D1q others seem o act as £ thev
were only sitting through the train-
ing because they were forced?

Was there an ind:vidual or group
who resisted the program and iowered
the overali enthusiasm?

Did others benefit from the program?

Did others actually change ‘the ways
they work with pecople?

VI. How did other people in the organization
feel about tne program?

JETQ106A.
SETQLO6B.

SETQL06C.

SETQ106D.
3ETQIO6E.

. SETQLO6F .

Did the people above you in the chain
of command support the program?

Did other key supervisors supporet
the program?

Were your subordinates aware of
the training program before 1t
began?

Were your subordinates generally
supportive of the training program?

014 vour subord:nates make fun of
your attempts to use the skilils?

Ci1c¢ your subordinates Supper: ycur
efforts to use the skills witn them?
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{ VIl. Wha: were the reasons £or tIving o pd s
the skills? - c < =
. - ol < » q
L L] - ~ A
To wnat ex=zent did you try tna o 3 ~ . .
; skills: s - :
L)
- & g
SETQ107A. Because the trainers were sen:cr 2 $ =
! S you and net because yiu thought -
that zhe skills might work: 1 3 4 5 & 7 (58)
I SETQl078. Because the skills made sense? 1 3 4 5 6 7 i As"i
SETQI07C. Because the skills saemed wo work? 1 2 3 4 5 6 7 S
D. Because you felt comforzable
SETQ107 using the skills? L 2 3 4 5 ¢ =
| SETQIO07E. Because your supervisor supported
using the skills? L2 3 4 s 6 (62) )
’ q
VI1I. What was it like going through the -
craining? o
. SETQl08A. Overall, now would you rate =he. number R
- ©f training sess:.ons? L
* 1. Too few. i" "
2. About the right number. i B
3. Too many.
SETQ1088. Overall, how would you rate the pace of the
training? g -
1. Toc slow. !“. {
2. About right.
3. Too fast.
SETQ108C. Overall. how would you rate the compiex;cy
of the tra:ning?
[] (
1. Too simple. ST
2. About right.
3. Too complex. : (65)
. p .
| I
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Pace 7
R ’ iX. How much practice was done?
I While you were part.cipaiing in training, ¢n the average:
. SETQ109 A. How much time was sSpent Practicing the
i Renhearsal Cards in each session?
1. Less than % m:inuses S. 31 to 40 minutes
S to IC minutes 6. I to 50 minutes
3, 1l rto 20 minutes 7. S1 to 60 minutes
]
: 4. 24 to 30 minutes 8. 61 to 70 minuces
*
i 9. More than 70 minutes 166)
) SETQ109B. How many Rehearsa! Card situations did you practice
E when using the cards in each session? ~—
1 C =0 1 sizuation S. 8 to 9 situat:ions
2. 2 to 3 situations €. 10 o 1! situat:ions
3. 4 to 5 situations 7. 12 to 13 situations
4, 6 to 7 situacions 8. 14 to 15 situat:.ons
& §. More than 15 s:ituazicns (67)
f SETQL09C. How many times a week 2.4 you practice using the skills
[ by fulfilling a fixed contract to pragtice?
1. None §S. Four
2. Qne 6. Five
3. Two 7. Six
4. Three seven
. Eight or more (68} -
SETQ109D. How many times during a week did you set aside a time
or place to look for chances to use the skills (spontaneous
contraces)?
1. Necne §. Four
2. One . Five
3. T™wo Six
4. Three Seven
(60!

Eight or more




o

pace

SETQI09E. How many t.mes betwean each session did your trainer taik
ts you about using the skills?

L. Ncnhe $. Four
2. ©%ne 6. Five
3. Tweo 7. Six
4. Three 8. Seven
9. Eight or more (%38

X, How many times did you talk abovt the Interact training program
outside of clags each week? (Please wrlte the number of times in
the box to the raght)

SETQl10A. With other people going through traininng? T
SETQIIOB- With your ins2ructcr or other instructors?
SETQ110C. Wath your supervisor?

SETQL10D. with your peers?

SETQI10E. With your suoord:rnates?

s Some éxtenl D D D D D D

SETQIIOF. Wizh vour family? , (761 A
- € '
— < E e
) -
e ; CARD 2 —n
« - ’ -
Py o L .
X1. Overall: 2 A . ;
) N
SETQl11A. To what extent do you value the 4
skills taught in the program? 12 3 5 6 7 (N n
4
SETQlllB- To what extent are you committed !,&M‘.!
to using the techniques 1n the . -
program? 1 2 3 4 5 6 *°
SETQlllC- To what extent d4id you become
excited apout using
the skills 1n the program? 1 2 3 4 S 6 7
SETQll1lD. Tc what extent has this » _a
program interested vou :n
more training of this
type? 1 2 3 4 5 & 7 120}
p__ ¢
[ 4 4
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In interviews Deople have told us that they often Zon't use the
skills from traininc programs as often as they'd like. When
asked why, they explain that, whilie they might want to use tne
sx1lig, &t times they "forger.,” Thaey are so used t¢ theur ol¢é
ways of doing things, they den't stop to think abou: using the
new skills. In this section we'd like to a8k yoOu SSme Juestisns
about zhis problem,

X1I. Pleage think 0f the :*.mes you have used sx.lls from this
program, and where ycou were when you thought to use the
skills. We would like to know where people are and what

they are doing when they "stop and think"” of a chance to >

use these skills. w -

¥ [

€ ]

- - F

— - &

L} <

How frequently have the £ollowing state~ 2 -

mants been true for you: o ] -

-t > bl

SETQ112 a. During a training session I thought 32 g $
of an opportunity to use one of

the skiils. 2 3 4 ¢ 6 7

SETQllZ b. I had set sside a :ime o look
for chances to use the skills, and
duzring that time ! saw {or zhought
of) a ¢chance. 1 2 3 4 5 6 7
SETQl12 ¢. : was not specifically looking for
4 chance to use the skiils, but
saw & problem 1n my work area and
thought, "This 1s a chance to correcs
that problem 1've never gotten
around to solving."

-
~
(™)
FS
ur
o
-~

SETQl12 €. 1 didn't see the chance to usge
the skilis at first, buz found
mysealf getting angry at somecne
and that reminded me to use the
skills. 1 2 3 4 5 6 7

SETQl12 @ 1 got halfway into a discussion
and saw that what I had begun
with wasn't working and that
reminded me to use the skills. 1 2 3 4 8 6 7

SETQll2 £. I thcught to use the skills be-
cause the last time the discussion
had blown up in my face and I had 1 2 3 4 5 6 7
sa1d to myself, "Next time ['ll
use the skills."

(26
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X111. Whenever you try someth:ag New, You have to Joncenirate
on it. I1t's dufsicult and ycu have tc pay close astention.
cime, new ACIivities -aozome more familiar and you

SETQII3A  oh.u

thankX abcut them less and less,

whae

1t took a l¢t of thought at £.rst, but with practice

for example, remember

1t was like whan ycu f£.rst learned %o drive a ¢ar?

became rout:ne. <0¢ saMe 1§ LtIue Wil new sJpervisery
1s. The foilcw:ng list describes Zifferant &32ges 1n
change process. Pleasa chack the box (one only!

$xil
this

best describes your useof the new supervisory skills.

a.

X1V, How
cthe

SETQl14a.
SETQll4b.
SETQll4c.
SETQllad.
SETQl1se.-

I almost never use the new sk:ulls without
"be:.ng aware of 1t" because thay are still
unfamiiiar and take conscious effore.

] occasicnally use the new skills withous
“be.ng aware of it" because they are
becoming more familiar and take lass
conscious effcre.

! fregquently use the new skills without
"peing aware <f iLt" because they are
pecoming more famil.ar and %ake less
conscious effcre=,

1 nearly always use the skills without
“being aware of 1t" because they are
quate familiar and take little conscious
effort. :

«

et

L]
frequentzly do vou use skills from o
training program. . g
At home with your family? 12
AT work with your subord:inaces? 1 2
AT work with other supervisors? 2
At werk with vour immediate 12
supervisor?
In volunteer settings t(ac
¢hursh, cliubs, ets.) 1 2
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~ Very frequently

5 6
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XV. How frequenzly <S¢ you use the < -
differant sk.lls in the program? - g o
c y v
= sl >
SETQl15a. Communicating the situezion? A2 Y & 3 %8 T (53
SETQll5bB. Using positive re:nforcement? 12 3 4 5 &6 7
SETQ115¢: Sclving mctivatidn proclems? 12 2 4 5 € 7
SETQllSd' Solving abilaty problems? 1 2 3 4 5 6 7
SETQll5e. solving emergent problems? 1 2 3 4§ S 6 1 (3n
XVI. Please zank order the usefulneas of the different skills in
the program. Place a "!" by the skill you find mos: useful,
a "2" by the second most usaful, a "3" by the thiTd mos:
usefu., a "¢" By tne fourth most useful, and a "5" by the
F17th most useful.
SETQll6 4. Communicati.g the sictuazion. (38,
SETQil6 b. LUsing positive reinforcemens.
SETQI16 ¢. Sclving motivaticn praoblems.
SETQl1l6 €. Solving ability probiems.
SETQll6é e. Solving emergent probiems. (42)
XVII. Please rank order the training sessions by how intaresting

they were for you. Place a "." by the most interesting Ssessicn,
4 "2" by the second most intereszing, a "3" by the third most
interesting and a "4" by the fourth mest intereszing.

SETQll7. The segsion covering communicating

the situation and positive reinforcement. (43)
SETQl1®. The session <coveraing mctivation preblems.
SETQl1l*. The session covering abirlity preoolems.
SETQl1A- The session covering emergent problams. (46)
XVI1II. 1If vou were in charge of the training and i1nterested in

getting people =0 sae all the cpportunities ts use the skiils,
what would you do?
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APPENDIX B

SUBQ PART 111 TFACTOR ANALYSIS DOCUMENTATION

A. EIGENVALUES, MEANS AND STANDARD DEVIATIONS

variable Est. Communsiity  Eactor figenvalue  Pcp. of Ver Cum, Pot Nean Standard Deyv.  Cises
SUBQLO%A 3.37390 1 22.73058 6.4 i6.a PRERLS) (5053 92
SUBQLOSE 0.87936 N «.32823¢ 9.8 $5.2 4, a674 1.8938 92
SUBQLO9C 2.9247 b) 1.0760% .2 $9.3 «.25Q0 1,303 3
SUBQ109D 0.83104 i 1.395%) 3. 62.° ».2500 PERDLY) 92
SUsQlO9E 0.77%7% b 1.30308 3.t 89.8 1.5761 17112 92
SUBQLOYF 0.81852 [ 1.272%0 2.6 58.4 3.0 1.6515 92
$48QLO9Y6 G.849% H 1.2007¢ 1.8 in.8 31196 1.6893 92
SUBQIOIN 9.1291% 9 1.13418 1.3 PRI 1.3%87 VoTat 92
SuBQ109L 0.63u62 9 1.06730 .2 79.) 1.5%43 i.0736 9:
suBqQlo9l 0.91061 10 0.97399 2.0 7. 4.695%7 1.3100 92
SUBQLO9K 0.84108 11 0.90175 1.8 79.2 4 ee8? 1.683) 92
SUBQLOIL 0.79981 12 0.84481 1.2 80.9 }.4120 1.767% 92
SUBQLOIN Q.87280 13 0.75969 1.6 32.4 3.4674 1.riat 9:
SUBQLOIN 0.8820% 1a 0.73078 1S 83.9 2.2826 1.4196 92
5UBQL090 0.38980 13 0.66uel 1.4 85.3 4.2816 1.4053 92
uBQio9e 0.75%59 16 0 selil 13 86.6 1.293% 1.3784 92
SUBQLICA 0.79%49 \7 0.60701 1.2 a7.8 «. 5000 1.3724 92
SUBQLL0N 0.86575 i8 0.9634k 1.1 89.0 4.5 1. 386G 9
SUBQI1LA 0.86496 19 0.48170 1.9 90.0 2.1 1.70%« N
SUBL11iB 5.47902 b0 0.46129 0.9 30.9 1.0418 1.7969 2
SUBQLI2A 0.7916l 2 C.alste 9.3 91.7 PES LIA 1.71.) 3
SUBQL1I2B 0.8822% 2 0.3749% 0.3 32,3 4.58°0 1.-83% 92
susqlLic 0.86%47 b5 0.3a833 0.7 93.2 a.63k3 [ ET-PR L
SUBOL12D 0.89631 33 0,30049 0.4 93.3 4.6087 1,309 92
SUBQLIJA 0.824)) 13 0.27886 0.0 9h.a 1.3370 RN 92
SuBQlile 0.86439 6 C.236u7 9.5 .9 1.9881 1.5206 92
suaQlllc 0.91828 2? 0.2240% 0.5 95.3 28132 1.4213 92
susqQliin 0.35808 28 0.21877 O.a 95.8 2,791 L.5698 92
SUBQLLAA 0.86647 29 0.20707 O.a 96.1 4.5326 1.463% 92
SUBQ1148 0.87306 10 0.201%) 0.4 96 .9 4.1870 1.5839 92
SUBOL1SA 3.8799% a 0.17906 U.b 97.9 4,0000 1,84l 92
SUBQl1SS 0.34638 32 Q.16851 0.3 97.) 2,938 1.669% 9
SUBQLLSC 0.84551 1) 0. 15961 0.3 91.7 1.9134 1.3171 92
SUBQLIBA 0.90407 Ja 0.13363 0.3 1.9 4.5613 31.5869 9
suBQlied 0.88800 15 0.11928 0.2 94.2 4.7391 1.6360 92
susQllTA 0.90372 16 0.11457 0.2 98.% 4.4130 1.6250 92
SUBQiLTE $,33018 3 0.10726 0.2 98.6 4.0306 1.3979 92
SUBQL18A 0,84664 28 0.09572 0.2 98.8 1,806 1.3336 92
SUBQLL8S 0.82474 39 9.08528 0.2 99.9 3.2370 L. 5ea 92
suBqQllac 0.8919% 40 0.08234 3.2 99.2 4.5%463 Lolit 92
SUBQL18D 0.91688 el 0.06805 2.1 99.3 403022 1.5440 92
SUBQl19A 0.44129 Pl 0.06236 3.1 99.4 1.4674 1.68A7 92
SUBQLL9B 0.87%10 3 0.06002 a9.% 99.% 1.5 30 1.6259 92
SUBQLLIC 0.8:212 X8 0.04696 9.1 99.6 2,2500 1,776 92
SUBQLLS0 0.391a7 4% 2.06362 9.1 39.7 4,478) 1780 92
SUBQL20A 0.83710 Y 0.3e023 0.1 99.8 3.554a3 1.317% 3
SuBQ1208 0.31335 at 0.03%89 9.3 99.9 4.4348 SRRV 3?2
SUaqQl2la Q.74166 a8 5.02825 L 99.9 2783 1.2039 92
suBQL218 9.84071 a3 0.02776 0.1 100.9
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